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must now target literacy services to populations
prioritized through state, interagency policy
-development. For continued receipt of funds,
districts. must work collaboratively with local
JTPA agencies and others. Providers will be
held accountable for results. These important
features of the Florida State Plan were a direct
result of team participation in Academy meet-

ings.
The Commonwealth of Massachusetts

The:Massachusetts Academy team produced
the Massachusem Workfcrce Literacy Plan-and
implementation strategies. The Massachusetts
Plan, greatly influenced by the information
presented at Academy 1, presented literacy as
an economic development problem in -the
state. It targeted the populations most serious-
ly affected and proposed solutions: that in-
cluded an: ambitious increase in state funding.
Implemenntion strategies encompassed rais-
ing awareness, promoting interagency col-
laboration, and increasing accountability for
results within the literacy system.

The challenge for the Massachusetts team and
the Conimonwealth Literacy Campaign (CLC),
whose executive and deputy directors headed
theAcademy team, was to build support for this
workforce literacy evpansion plan. This neces-
sitated involvemenit of a number of constituen-
cy sroups and agencies. Academy faculty
worked with the Massachusetts team to
develop a comprehensive stakeholder involve-
ment strategy.

Through Campaign efforts, the Secretaries of
Economic Affairs and Labor, the Commis-
sioners of Education, the Chancellor of Higher
Education, the Massachusetts Coalition of
Adult Literacy (MCAL), and the AFL-CIO all
publicly supported the Workforce Literacy
Plan.

The Massachusetts Plan was featured in many
news ariicles in the state’s major. newspapers
and'in many local papers. At the Democratic
State Convention, the CLC organized and
staffed a Literacy Breakfast and Awareness Day.

Key legislators (10 of 40 Senators and 55 of 160
Representatives) sponsored a Legislative Brief-
ing on Adult Literacy addressed by the Speaker
of the House and the Senate Majority Le ader.

The Campaign spearheaded the- iateragency
coordination called for in the Plan. By Decem-
ber 1988, the Campaign, working with inter-
agency task forces, had developed a uniform
data collection process; a-coordinated R.F.P.
process for literacy providers; uniform-stand-

-ards for program cfectiveness and client out-

comes; and comprehensive, interagency,
regional planning for literacy services. The CLC
and Commonwealth Futures (a policy group
working on youth employment issues) planned

-ajoint initiative on urban males, ages 16-24.

As of July 1988, the Campaign had not received
its requested appropriation. The Campaign’s
legislation (requesting a budget of $8 million)
had received a favorable report from the Joint
Education Ccmmittee and from the Ways and
Means Committee, but no appropriations were
attached.Due to unexpected revenue shortfalls
and a possible budget deficit, all expansion re-
quests, including the $1 million set-aside for
literacy in the Governor’s budget, were put on
hold.

Inspite of this difficulty, the Massachusetts Plan

has remained the Campaign’s guidance system.

Elements of the plan which do not require

major new appropriations are being imple-

mented. In six or seven months, when the

budget and the political environment change,

the Campaign will try again, with a proven track
record and subsequent increased support.

The State of Michigan

Michigan’s  workforce  literacy  plan,
Countdown 2000, developed and -refined
throughout the Academy project, is being fully
implemented.

The Countdown 2000 report was unveiled by
the Governor in his January 20, 1988, S:ate of
the State address. It contained eight major
recommendations:
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Foreword

- The United Staes is at a crossroads. The world economy is changing, and the American economy

‘ with it. World trade, new technologies, and global competition place new requirements on the
workplace, and the workforce. The demands of the world economy are outpacing the skills of
many Americans. This gap between the demands needed in the workplace and the skills resident
in the workforce is growing larger by the day, and is reaching crisis proportions for many of our
workers:

As America faces this crossroads, leaders in business, government, labor, and education can choose
either to ignore the implications of the skills gap or find ways to mobilize public and private ser-
tor resources to close the gap and preserve our nation’s économic vitality. It has become increas-
mgly clear thata major componen:.of: any effective strategy to preserve America’s economic vitality
‘must entail helping our workforce obtain the literacy skills needed for full productivity.

The U.S. Department of Labor, in its responsibilities for implementing the Job Training Partner-
. ship Act JTPA), plays a critical role with regard to the training needs of the existing workforce.
; Thus, when the Council of State Policy & Planning Agencies (CSPA) proposed to Labor Depart-
; ‘ment officials an intensive "State Pclicy Acad:my on Enhancing Adult Literacy for Jobs and Produc-
tivity," the Deparanent recognized a special opportunity to pursue this .nission through intensive
interaction with policy makers from nine selected states.

By agreeing to participate in the policy Academy, nine governors signalled their states’ commut-
ments to close the literacy skills gap. Governor-appointed teams of policymakers from Florida,
Idaho, Massachusetts, Michigan, North Carolina, Tennessee, Utah, Virginia and my own state of
Missouri — worked tirelessly to devise detailed and integrated strategies that fit the special needs
and conditions for their states, Working with lezding national experts and those from the Depart-

¢ ments of Labor and Education and the CSPA, state teams were required to arrive at an under-

; standmg of the literacy problems in their states, to devise thoughtful and politically realistic means
of attackinig the problems, and to-develop plans to harness public and private resources tc bring
their solutions to'bear on the problems.

The teams were broadly.representative of the many individuals and groups interested in literacy.
Members of the Missouri team included individuals from business, libraries, the state literacy coali-
tion, the governor’s office, and state agencies dealing with vocational education, job training and
acult literacy. When the teams reported their results to me, I could tell that the academy process
had been rigorous, thought provoking, practical, an< relevant to state policy concerns.
0
This report reflects the depth of gubernatorial commitment to gearing up for literacy. It reveals
the complexity of the problems each state team faced and how difficult they are to solve, It also
. shows that states can and will make a difference.




There are important lessons for all states in the following accounts: lessons on the sticky business
of agreeing on the problem; lessons on the fine points of integrating services; lessons on the tough
job of defining and measuring real outcomes. These lessons will be valuable to all policymakers.

On behalf of the participating states, I would like to thank the U.S. Department of Labor for sup-
porting this effort with its financial and staff resources, and the U.S. Department of Education for
their outstanding assistance to the academy.

I am grat2ful to have had the opportunity to serve as lead governor for this project, and commend
to you the following report of our results.

GOVED'NOR JOHN ASHCROFT
MISSOURI
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Executive Summary

THE STAKES

The nation’s economic resurgence depends on its workforce. To prosper, the United States must
improve productivity, improve the dynamism.of an aging workforce, reconcile the needs of
workers and families, integrate Blacks and Hispanics fully into the workforce, and improve
workers'’s education and skills.

Tliis is no easy task. The mismatch between workers’ skills and jobs is ever more pronounced. A
gap is emerging between the relatively low education and skills of workers entering the labor force,
many of whom are disadvantaged, and the advancing skill requirements of the new economy.

Leaders at the U.S. Department of Labor and the U.S. Department of Education, after reviewing
the facts, the' trends the resulting challenges, and the resources available at the federal and state
levels, concluded that enhancing the litéracy of working age adults is essential if the nation is to
successfully meet the economic challenges it faces.

Deeply committed to building their economies and enhancing human potential, governors also
linked workforce skills and economic,productivity. In Bringing Down the Barriers, a National
Govemnor’'s Association Report, the governors explored the relationship between welfare depend-
ency and teen pregnancy, inadequate child care and medical services, employment and training
services, and illiteracy.

The inter=sts of the U.S. Departments of Labcr and Education and the nation’s governors merged
in the Coundil of State Policy and Planning Agencies (CSPA) State Policy Academy on Enhancing
Literacy for Jcbs and Productivity. Over the past five years CSPA has refined this in-depth techni-
cal assistance process to help governors address pressing issues which cross agency and
public/private sector boundaries. The U.S. Department of L2bor decided to fund the CSPA
Academy because Department leaders understood the stakes to be ncthing less than continued
economic prosperity and-because they considered states the most appropriate arena for action.

This report describes how the CSPA Academy Process assisted nine states in investing in human
potential. The literacy initiatives of these states show how the Governor's Office, the Job Training
Partnership system, and the education system can work togetiier'to improve the employability of
a state’s workforce.




THE CONTEXT: THE JOB ‘s RAINING PARTNERSHIP ACT

The e Job Training Parmership Act (PL 97-300 as amended by 99-570) prow:des a context for con-
necung iiteracy to employment.- Passzd in 1982, the law was designed to sirengthen the ties be-
tween training and employment, particularly permanent employment in the private sector.

The early years of JTPA implementation laid the foundation for 1) private/putlic partnership in
the design of training programs; 2) the recruitmer:t into those programs of deperdent or hard-to-
reach populations; 3) public and private sector awareness that low basic skills was a significant bar-
rier to successful emplovment for many individuals; and 4) results-oriented, publicly funded
education and training services leading directly to employment outcomes.

Within the last four years Service Delivery Areas (SDAs) around the country have demonstrated
success in connecting unemployed and disadvantaged individuals with permanent, private sector
employment through basic skills training as well as._traditional job training. The Department of
Labor wished to translate these local successes into focused and pro-active state policy.

WORKFORCE LITERACY: A NEW WAY OF THINKING

Investing in workforce literacy requires a new way of thinking. Until recently a person was
presumed literate if he or ske could read and write at a specified grade level. While the designated
gradeilevel has changed during the last fifty years from fourth grade to eighth gi. e, the basic
presumption of literacy at any grade level is being challenged. First, there are no guarantees that
aperson stamped "grade 8" will have the skills needed to function onthe job and at home. Second,
the skills needed for employment are changing rapidly and growing ever more complex. Literacy
is more than decoding words. It is contextual — its definitioi is determined by the environinent.

In this case, the environment is the labor market. The intended outcome of literacy investments
is to enhance the employability of people. Literacy is viewed as a combination of skills. For ex-
ample, skilis in English as a second language enable an immigrant to take public transportation, to
apply for and obtain an entry-level job; basic reading, writing, and computation competencies allow
an unemployed worker to train for a specific cccupation; oral and written communication skills
enable asupervisor to directothersina complex manufacturing operation; an employee with good
reasoning skills successfully complztes a task without close supervision; a worker leaving an ob-
solete job transfers what he or she knows to the new job environment.

Enhancing one’s skills implies movement along a literacy continuum as opposed to achieving a
fixed target such as a reading level. Policymakers can measure progress by determining whether
movement along the continuum is occurring. The continuum offers a practical approach to measur-
ing literacy levels, targeting programs and evaluating outcomes.

THE PARTNERS

Effective literacy programs require a strong partnership between state government, employers,
traditional literacy providers, the education system, and the state’s employment and training sys-
tem — specifically, the Job Training Partnership /JTPA) system. To achieve the work-related out-
comes, new literacy partnerships were developed by the Academy states. Key partnérs included:




Governors: As literacy partners the Governors contributed leadership, authority, and resources.
High gubernatorial visibility raised public awareness and promoted the involvement of all
stakeholders: including employers. Gubernatorial authority helpeci to ensure interagency col-
laboration and institutional change. The resources governors contributed ranged from con-
siderable staff time and energy to significant general fund increases targeted to literacy.efforts.

Employers: In addition to assuming strong, informal leadership roles on several Ac~Jemy teams,
einployers also brought perspective and resources. The private sector offered a practical and out-
come-oriented perspective to Academy states’ literacy initiatives. Employers wanted to know what
was going to change. They looked for cost-effective solutions. They supported collaborative inter-
agency action. The business community also contributed significant resources to every state’s
literacy effort.

TheJTPA/ Employment and Training System: JTPA partners actively participated on all Academy
teams. They offered connections, expertise, resources, and leadership, but the most critical cori-
‘tributioir to ¢he literacy effori was the employment context. Many literacy providers had never con-
nected their services to employment outcomes. They neitlier Undérstood" the-perspeciive-of’
employers nor the range of functional skills needed by disadvantaged individuals lboking for work
or advancement. JTPA team members strengthened the connection between literacy and employ-

menton all Academy teams. They linked stzte efforts with Private Industry Couricils and employers.

In addition, JTPA members provided .invaluable information and expertise to their teams on
demographic and economic trends, literacy/basic skills needs of the unemployed, workplace com-
peter:icies, and accountability systems. In eight states, JTPA resources funded portions of the
literacy action plans.

Adhilt Basic Education/Private Literacy Providers: Literacy program providers have a teaching
methodology, an understanding of basic skills curriculum, ai1d experience with the "student” of
literacy services. Every Academy Team had representatives from adult education contributing
knowledge and experience, commitme:it and follow-through. Literacy providers offered expertise
on levels of lite:acy, expected standarcs of achievement, standard practices, and innovative ap-
proaches. They’ provided insight into the literacy network, the state and private funding systems,
and the motivations and expectations of teachers and volunteers.

They shared information on how adults learn and the barriers to more efective learning. Private
providers in particular understood how adults feel about their literacy skills or lack of skills and
how they want to be treated by employers, state workers and literacy providers.

These individual stakeholders forged effective teams with the help of the CSPA Academy process.

THE PROCESS: THE CSPA STATE POLICY ACADEMY
The CSPA State Policy Academy offers a process to help governors develop and implement policy

to address pressing issues which cross agency and public/private sector boundaries. The results-
oriented Academy provides an opportuiiity for state leaders to:

e Define a particular issue or problem as it relates to their state;

10
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e Develop a unique approach to the problem;
e Fashioa policy options for their governor's consideration;
e Produce a two-year action plan which can be eflectively implemented.

Ten states were competitively selected to participate in CSPA's State Policy Acadeny for Enhanc-
ing Literacy for Jobs and Productivity. Their governors appointed state teams of five to ten key
decision makers influencing policy in litéracy, education, employment and training, and human
services. Several teams included represé-tation from both the public and private sectors. These
teams met twice with national experts selected by CSPA for their knowledge of the issue and prac-
tical experience in policy, program development, finance, 2nd accountability. During Muy 1987,
Academny state teams conducted an envirormental scan; defined the problem unique to their state;
and devised policy goals, policy objectives, and tentative strategies. In December 1987, Academy
teams developed action plans to implement their policies and strategies. Betweer: the two meet-
ings state teams worked on their own to further develop their policy.and strategies and to build
support for implementation. CSPA provided in-stdte technical assistance when requested by ar-
ranging visits by Academy faculty, CSPA staff, or other stite team members.

Nine state isams completed the procsss with well-developed policies, plans for implementation,
improved policy development and political communication skills, and team commitment to achieve

results. One state chose riot to continue in the Academy process after Academy 1.

THE ACCOMPLISHMENTS

Florida, Idaho, Massachusetts, Michigan, Missouri, North Carolina, Tennessee, Utah, arid Virginia
participated in the CSPA State Policy Academy on Enhancing Literacy for Jobs Productivity.

Four states were able to design compreliensive, initegrated approaches to the problem. Three
states created special interagency projects or programs. Two states strengthened their interagen-
cy understanding of the problem and laid the groundwork for charge.

Comprehensive, Integrated Approaches

The Florida Adult Literacy Plan ties literacy enhancemerit to the state policy goals of dependency
reduction.and economic development. jointly signed by the Governor, the Commissioner of
Education, and the Departments of Health and Rehabilitative Services, Labor, and Corrections, the
Plan sets clear policy objectives for the enhancement of adult literacy for jobs and productivity and
mandates the statewide development of local, interagency-literacy plans. The local plans must
demonstrate collaboration between Liocal Erfucation Agencies (Leas), the JTPA, and social services
systems at the locai level and address the nee ds of priority, target groups such as welfare recipients
and incarcerated adults. The plans must-afso include an accountability compcnent to track the
empioyment and related outcomes of literacy services.

The Massachusetts Workforce Literacy Plan presents workforce literacy as a state economic
development problem, targets the populations most seriously affected, and proposes solutions,
including an ambitious increase in state funding. The plan received broad support from the
Secretaries of Econonnic Affairs and Labor, the Commissioner of Education, the Chancellor of
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v Highet Education, the Massachusetts Coalition of Adult Literacy (MCAL), and the AFL-CIO. The \

E ‘Mzssachuserts team spearheaded the interagency coordination called for in the Plan to develop:

- a.uniform, statewide data collection process; a coordinated R.E.F. process for literacy providers;

: uniform standards fér program effectiveness and client outcomes; and comprehensive, interagen-
¢y, regional planning for literacy services. .

\ Michigan’s workforce literacy plan, Countdown 2000, developzd and refined throughout the

: Acadeniy project, recommends the statewide adoption of a new "workforce lite.racy” d=finition to

’ drive all adult traiziing and educxtion programs and proposes sweeping changes in the state’s train-

5 ing and empzloyment system. These changes are supported by the development of the Michigan'
Opportuity Card and the Michigan Human Investment Fund. Envisioned as a driving force to in-

o tegrate existing programs,weed out ireffective programs, and coordinate the development of fu-

> wure programs, the Michigan Oppgitunity Card provides access to job training and educational

’ services for ail Michigan adults. TEe Michigan Haman Investment Fund is a joint venture between

: the privaté sector and the staté departments and agencies that are involved in adult trairing and
educational programs, The rembers of the Fund form a board of directors to oversee and coor- y:
dinate management of the entite human investment system. ;

The Virginia team developed a comprehensive and detailed literacy policy calling for a dramatic
increase in literacy funding and targeting of services to priority populations. The plan created a
public (State Adult Literacy Committee) an i-private (Virginia Literacy Foundation) structure for
the development of literacy programs and funding. It established detailed mechanisms for coor-
dinazing this structure and ensuring future accountability of the literacy system. Implementation
plans called for interagency, public/private regional literacy committees; the t;.zgeting of literacy
funding to specific priority groups; and an extensive public awareness and marketing campaign.

The state appropriated $4.25 million from the general fund for the enhan_ em.éant of literacy ser-
vices for the 1988-1990 bienniam, in contrast to the previous biennial appropriaion of $40,000.
By December, 1988, the Virginia Literacy Foundation achieved its goal of $3 million, providing
support to volunteer literacy programs arour.d the state. >

Interagency Strategies and Targeted Progtams

The Missouri team developed a two-pronged iiteracy policy with prevention and remediation
policy objectives establishing LIFT — Missouri, a literacy foundation funded by the private sector,
model programs in workplace literacy, dropout prevention, and pregrams for welfare recipients. >
Stute agencies prepared 4 plan for more effective use of all resources currently available for literacy

1 and basic skills training. The Academy team staffed the Governor’s Advisory Council on Literacy,

' whose recommendations incorporated much of the team’s plan.

The North Carolina Report of the Governor's Commission on Literacy recommended the crea-
tion of a North Carolina Advisory Council on Literacy and a North Carolina Literacy Trust Fund to
encourage private financial contributions to the literacy effort and to provide additionzl resour-
ces to support both public and private literacy efforts. An Office of Literacy in the Department of
Administration was created to provide staff support to the Advisory Council and the Fund. State
literacy efforts targeted the needs of welfare recipients, high schnol dropouts, dislocated workers,
the working poor, the unemployed, parents of at-ri.k youth, and workers with limited literacy skills
. who are employed by small businesses. Policy goals focused on enhancing workplace literacy,
fostering cooperation and coordination among state agencies and the private sector, increasing

[y
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program effectiveness and accountability, and famlitatmg programs in which parents and children
can jointly enhance their literacy skills.

The Tennessee action plan called for increasing state funding for literacy by 400%. While the Ten-
nessee team did not win its full funding vequest from-the legislature, programs increased. Coun-
ty-based literacy services were expanded to statewide coverage, a sxgmﬁcant achievement.
Workplace literacy programs were begun in 25 major businesses. Literacy programs were estab-
lished in inter-city public housing projects.

*The Sequoia Award,” was created to honor communities making significant literacy progress.
Public awaréness has grown. New alliances have been forged. The literacy effort now has a busi-
ness support group comprised of 207 major businesses including Bell, Levi-Strauss, and GTE.

Interagency Grecundwork For Change

The Idaho team develcped a practical, modest plan. Emphasis was placed on increasing public
.awareness of the literacy problem; gaining top-level attention within state government; enhancing
workforce hteracy, and increasing interagency and public/private collaboration. The team moved
the literacy initiative into the policy mainstream by firmly connecting it to the Governor's
Workforce 2000 Task Force. The Workforce Literacy subcommittee of the Task Force accepted
the Academy Team’s recommendaticns for improved referral of the unemployed to literacy
programs by the Department of Employment, and the development of pilot workpiace literacy

programs.

‘Utah ACCESS, the Academy Team's plan, set policy direction and established a Governor's Task
Force with three subcommittees to set literacy policy for.regular education programs, special tar-
get populations, and the workplace. The No Read:No Graduate Committee Report presents 16
recommendations designed to strengthen reading programs at the local district level. Proposed
welfare-to-work Jegislation, similar to California’s GAIN program, ccuples continued receipt of wel-
fare benefits with literacy education, job training and job placement. The Utah Adult Education
Plan targets adults with limited English language skills; adults from urban areas with high rates of
unemployment, adults from rural areas, and immigrant and institutionalized adults.

SUMMARY OF LESSONS LEARNED

The exp=riences of the nine states involved in the CSPA State Policy Academy for Enhancing Literacy
for Jobs and Productivity generated lessons which can help othe~ states in making progress in this.
policy area. They are summarized below.

Lesson one: A cross-cutting policy team of top level decision makers is critical to success.
All major stakeholders must be represented, even if they are seen by some as barriers to
progress. Teams with strong ieadership from the Governor's Office were best able to
implement the most comprehensive policies. The states with private sector involvement also
produced strong policles and effectiveimplementation. Teams need agocd balance between
politically knowledgeable and operationally knowledgeable members.

Lesson two: State teams performing thorough environmemal scans had a clearer
understanding of the problem and more cohesive teams. The process establishes openness




and trust. Differences surface early before opinions become solidified. Prejudices can be
discarded.

Lesson three: A well-analyzed and documented problem is worth the effort. States with
weak problem diagnosis had difficulties maintaining momentum throughout the Academ:’

-process and in implementation.

Lesson four: Teams that developec measurable, outcome-oriented policy objectives were
more successful over time in implementing their policy than teams that did not. If a strategy
or program is defeated in the political process, without policy objectives team members are
back at square one. Policy objectives guide implementation beyord short-term gains. They
institutionalize success. ~

Lesson five: Team. that developed alternative strategies were more successful in policy
implementation than those that did not. Designing a policy with only one strategy leaves the
entire initiative vulnerable to attack and detuat if the strategy goes down in political flames
or doesn’t produce results as expected.

Lesson six: State teams which sought critical review from outsiders (faculty and peers),
tested their own assumptions, and estimated future impacts produced more effective
policies.

Lesson seven: A fully-developed action plan with several strategies, many operational
objectives, and commitment of major stakeholders leads to effective implementation of a

_ comprehensive, integrated initiative. Teams with less comprehensive plans exhibited one or

more of these team characteristics: lack of team leadership; imbalance in team membership
between politically and technically knowledgeable n:embers; team unwillingness to work on
detail; inability to listen to different perspectives.

Lesson cight: Effective action is possible even with an incomplete action plan. State actions
fellinto three broad categories: comprehensive, integrated a-proaches; special interagency
projects or programs; and stronger interagency groundwork for change. While not all states
produced maior systems change, all achieved program innovation. Every team applied new
thinking, planning and collaboration to enhancing literacy for jobs and productivity.
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Chapter 1: Introduction

THE STAKES

In previous centuries, the wealth of na-
tions was thought to consist-of gold in
the national treasury and jewels in the
emperor’s crown. In more recent years,
wealth has often been equated with fac-
tories, mines and production
machinery within a nation’s borders.

As the miraculous rebirth of Europe and
Japan after World War II has proven,
however, the foundation of national
wealth is really people — the human:
capital represented by their knowledge,
skills, organizations, and motivations.!

William B. Johnston
Workforce 2000

This report of the Council of State Policy and
Planning Agencies (CSPA) State Policy Academy
on Enhancing Literacy for Jobs and Productivity
describes how nine states invested in human
potential. The literacy initiatives of these states
show how the Governor’s Office, the Job Train-
ing Partnership system, and the education sys-
tem can work together to improve the
employability of the state’s workforce.

The U.S. Depariment of Labor funded the CSPA
Academy, in cooperation with the U.S. Depart-
nment of Education, because Department
leaders understood. the stakes to be nothing
less than continued economic prosperity for
the nation and its workers.
"

Extensive research, documented in Workforce
2000, supports the Department’s point of view.
The nation’s economic resurgence depends on
whether the United States can:

e Stimulate world growth;
e Improve productivity in service industries;

e Improve the dynamism of an aging
workforce; .

e Reconcile the needs of women, work-and
families;

o Integrate Blacks and Hispanics fully into the
workforce; and

e Improve workers’ education and skills.

This is no easy task. The mismatch between
workc=s’ skills and jobs is ever more
pronounced. A gap is emerging between the
relatively low education and skills of workers
entering the labor force, many of whom are dis-
advantaged, and the advancing skill require--
ments of the new economy.

Consider these facts:

e The population and the workforce will
grow more slowly than at any time since the
1930s. The labor force, which exploded by
2.9 percent per year in the 1970s, will be -
panding by only 1 percent annually in the
1990s.

e The average age of the population and the
workforce will rise, and the pool of young
workers entering the labor market will
shrink. The average age of the workforce
will climb from 36 today to 39 by the year
7000. The number of young workers age
16-24 will drop by almost 2 million, or 8 per-
cent.
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e Almost two-thirds of the new entrants into

the workforce between now and the year

" 2000 will be women, many of wkom have

had their education or work experiencc in-
terrupted by childbirth/child rearing.

e Minorities will be a larger sharz of new
‘entrants into the labor force. Between now
and the year 2000, fion-whites will account
for 29 percent of the new «atrants into the
workforce.

e Immigrants will rcpreseiit the largest share
of the increase in the population and the
workforce since the first World War. Ap-

" proximately 600,000 lega! and illegal im-
migrants are projected to enter the United
States annually thiroughout the balance of
the century. Two-thirds - of these im-
migrants of working age are likely o join
the labo= force 3

While the labor force is s shrinking and growing
older, and its composition changing, the shape
of the U.S. -ecoriomy is also changing. U.S.

growth and world growth are becoming more
tightly linked. Americin workers must perform
their jobs in an international marketplace. U.S.

manufactunng employment:is-declining while.
services are growing, Thc shift to a service
economy brings major cha:xg&s for Amencan
workers - including chang&s ifn work location,
work hours, the structure of work, use of tech-

nology, and ‘responsiveness to customers.

These -changes demand ‘new skills and com-
petencies from workers. Finally, the nation
Tnust substantially incréase its -productivity if
the U.S. economy jis to grow at its historic
average rate of 3 percent per year.$

After reviewing tke facts, the trends, the result-
ing challenges,. and the resources available at
the federal .and. state levels, officials at the
Deépartment of Labor, along with.other policy
makers, concluded that enhancing the literacy
of working age adults is essential if the nation
is to successfully meet the economic challenges
it faces.

THE CONTEXT: THE JOB TRAINING
PARTNEKSHIP ACT (JTPA)

The Job Training Partnership Act (PL 97-300 as
amenderd by 99-570) provides a context for
connect. ‘g literacy to employment. Passed in
1982, the law was designed to strengthen the
tiés between training and employment, par-
ticularly permanent employment in the private
sector. The new system was founded on five
principles:

e The outcome of training and job scrvices
delivery (employment) is as important as
the process of service delivery;

e Service delivery focusing on training and re-
lated services rather than income main-
tenance or wage subsidy will lead to better
long-term results for clients;

e Substantive private sector involvement in
the planning and oversight of the program
is critical to success;

e Decentralized program management, with
more responsibility and discretion given to
states and local government, will produce
better results; and

e Increased accountability at the state and
local levels through application of quan-
tified standards of performance ensures a
better long-term return on public invest-
ment.

By creating a structure of local Service Delivery
Areas (SDAs) governed by Private Industry
Councils (PICs) in which -employers
predominated, the law ensured that training
would reflect the needs of local employers. But
the law also ensured that the Governor and his
or.her executive: department directors could
guide statewide policy of the JTPA system
through the State Job Training Coordinating
Council (SJTCC). An extensive accountability
system based on a series of performance stand-
ards adjusted for local circumstances en-
couraged SDAs to focus on outcomes. Through
their activities on the PICs, local employers
began to realize that publicly funded training

16




could be tailored to meet tueir needs. Even the
hasic skills of those long unemployed could be
improved to a level which would enable them
to compete with workers already on the

payroll.

The early years of JTPA implementation Izid the
foundation for 1) pnv‘até/pubbé paraership in
the design of training programs 2) the recruit-
ment intc those programs of dependeﬂt or
hard-to-reach populauons, 3) public. and
private sector awaréness that the factor.of low
basic skills was a s:gmﬁan”' bamer to success-
ful empmyment for many indivi luals;-and 4)
results-oriented, publicly funded zducation
and training services leading directly o employ-
-ment outcoznies.

Within the last four years SDAs around the
countryhm demonstrated success in connect-
ing unemploved and disadvantaged individuals
with permanent, private sector employment
through basic skills training as well as tradition-
21 job training.

Programs have:

e Funded litericy/remedial programs for
both in-school and out-of-school youth and
adults within the requirements of federal
law using Title IIA, Training Services for the
Disadvantaged; Title IIB, Summer Youth
and Employment and Training; and TitleIII,
Employment and Training Assistance for
Dislocated Workers;

v Created innovative ai..d comprehensive ap-
proaches to successfully train and place
long-term welfare recipients using 6 per-
cext incentive grants under Title I1A;

® Worked collaboratively with -other agen-
cies, particularly Adult Basic Education
(ABE) and vocational education programs,
to improve basic skills curriculum and job
training programs using the 8 percent
education coordination and grant set-
asides of Title IIA.

‘Through its basic design, JTPA creates a context
for connucting literacy training to jobs and
produc*vxrv It offers motive, means, and
method ~ afenile ground for local experimen-
tation. The ‘Departrnent of Labor sought a
process *o involve stakeholders at the state
leveiin broadening and expanding this local ex-
perimentation.

TBEE STAKEHOLDERS

Investing -in adult literacy to strengthen the
nation’s or a-state’s economy requires a dif-
fetent way of thinking. Litevacy is not just the
ability to read anid write. Nor is it merely a
process of self-development: To be literate, in-

dividuals musthavea range of specificskills that
relite to specific employment environments.

Effective literacy programs require a strong.
_partnership.in the state goverament between

tradiuona} lizeracy providers; the educationsys-

tem, and che state’s'employment and training -

system, specifically, the Job Training Partner-

ship (JTPA) systern::
change all'stzkeholdets need to be allies.

Key stakehclders include the governor's office,
the education system as well as literacy
providers, the JTPA employment and training
system, and the business community. These
potenial partners, represented on state teams,
arrived at the first Academy meeting with
separate and pressing concerns.

Policymakers from governors' offices faced the
staggering costs of dependency on state-

- funded programs; high unemployment or, con-

versely, a-labor shoriage; stagnant economies;
or loss of business due to the pressures of
foreign competition. Was enhancing adult
literacy an effective strategy for solving these
problems? How could the departments of
education, human services, and employment
be cajoled into working together? How should
the private sector be involved? What was the ap-
propriate relationship of state government with
local, private sector programs?

To promote systemic-
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Directors of state adult education programs
confronted under-funded programs and
teachiers; services meeting only a fraction of the
population in need outmoded curricula;-and
non-existent trainirig for teachers and volun-
teers. Their programs were critical for many
adults, yet they could not readily communicate
their successful:results 10 other stakeholders.
Would partnership with -the governor’s office
and with the JTPA system really solve these
problems? Would it worsen the competition for
already scarce resources? How could state ABE
programs relate to- private, voluntary literacy
programs? Should scarce ABE resources be
-shared with these programs’

JTPA directors had difficulty recruiting and
retaining high school dropouts into literacy
programs. When recruited, ‘those below a
seventh grade reading level required costly
supportservices which negatively affected their
JTPA performance standards. Would-a literacy
partership improve this situation? Despite suc-
cessful collabotation of JTPA with education in
some areas of the country, many JTPA ad-
ministrators wondered: what literacy training
‘had to dowith  job training anyway? Wasn't that
education’s job?

Employers were becoming increasingly con-
‘cerned about the skills of their workforce, both
at the entry and advanced levels. Many adults
did not possess the reading, computation, or
reasoning skills needed to get and keep a job
or make a transition to 2 new job when the old
one became obsolete. Education was
government's job, but training was frequently
an emp'oyer's expense. Was there enough
common interest for collaboration? Could
politicians move beyond rhetoric? Could
government-funded programs be made raore
cost effective?

State leaders at Academy I were seeking practi-
cal solutions to these problems. Each potential
partner had reasons for working together toen-
hance workforce literacy. Yet each feared they
would' lose-something. The task was compli-
cated by a lack of a common definition -of
literacy, and. by the fact that the issue cuts

across state agency and state/local government
boundaries. Concrete information on the
problem is difficult to find and there is no one
certain solution. This is exactly the type of
major policy problem that the CSPA Academy
process is designed-to address.

THE PROCESS: THE CSPA STATE
POLICY ACADEMY

The CSPA State Policy Academy offers a process
to help governors develop and implement
poiicy that addresses pressing issues which
cross agency and public/private sector boun-
daries.

The-results-oriented process provides an op-
portunity for state leaders to:

e Clearly define a particular issue or problem
as it relates to their state;

e Develop, with help from hand-picked ex-
perts, 2 unique approach to the problem;

e Fashion policy options for their governor’s
consideration; and

e Produce a two-year action plan which can
be effectively implemented.

Ten states were competitively selected to par-

-ticipate in CSPA’s State Policy Academy for En-

hancing Literacy for Jobs and Productivity. Ten
governors created state teams of five to ten key
decision makers influencing policy in literacy,
education, employment, and training and
human services. Several teams included repre-
sentation from both the public and private sec-
tors. These teams met together with experts
carefully selected by CSPA for their knowledge
of the issue and-practical experience in policy,
program development, finance, a~d account-
ability.

State teams and Academy faculty met twice
during the project. Each Academy meeting, last-
ing four days, was an intensive policy building
session involving state team, peer group, and
faculty interaction. Teams prepared extensive-




ly for these meetings ~ gathering information,
holding meetings with advisory groups and
other stakeholders, and drafting and redrafting
documents for presentation.

During the May 1987 Academy, state teams con-
ducted an environmental scan; defined the
problem unique to their states; and devised
policy goals, policy objectives, and tentative
strategies. At the December 1987 Academy,
teams developed action plans to implement
their policies and strategies. Between the two
meetings, state teams worked on their own to
further develop policy and- strategies and to
build support for implementation. CSPA
provided in-state technical assistance when re-
quested. To me=t state needs, CSPA arranged
visits by Academy faculty, CSPA staﬂ" or other
state team members. :

Nine state teams completed the process with
well-developed policies, plans for implementa-
tion, improved policy development, political
communication skills, and team commitment to
achieve results.: One state chose not to continue
in the Academy.process after Academy 1.

THE ACCOMPLISHMENTS

The purpose of the CSPA State Policy Academy
on Enhancing Literacy for Jobs and Productivity
was to help states develop a response to their
workforce literacy problem through the coor-
dination of state and local, public and private
efforts and resources. The U.S. Departments of
Labor arid Education wished, in particular, to
promote improved coordination of state
departments of education and the state and
local JTPA system.

Florida, Idaho, Massachusetts, Michigan, Mis-
souri, North Carolina, Tennessee, Utah, and
Virginia participated in the CSPA State Policy
Academy on Enhancing Literacy for Jobs
Productivity. They gathered at two. Academy
meetings and worked in their own states for a

-period of 18 months. Four states were able to

design comprehensive, integrated approaches
to the problem. Three states created special in-

teragency projects or programs. Two states
strengthened interagency understanding of the
problem and laid the groundwork for change.

Comprehensive, Integrated Approaches

The State of Florida

The Florida Adult Literacy Plan was the final
product of the state’s participation in the
Academy project. Jointly signed by the Gover-
nor; the Commissioner of Education and the
Departments of Health and Rehabilitative Ser-
vices, Labor, and Corrections; it sets clear policy
objectives for the enhancement of adult literacy
for jobs and productivity:

By 1995, Florida will reduce the percent
of the adult population lacking basic
literacy skills, defined as below 4
grade level, from the currentlevel of 3.5
peicent to 2 percent.

By 1995, Florida will reduce the percent
of the adult population lacking func-
tional iiteracy skills, defined as below
9th grade level, from the current level
of 18 percent to 10 percent.

" The Florida Plan, designed in part to support

recently passed welfare reform measures, man-
dates the statewide development of local, inter-
agency literacy plans. These plans must
demonstrate collaboration between Local
Education Agencies (LEAs) and the JTPA and so-
cial services systems at the local level. The state
urged local leaders to address the needs of wel-
fare- recipients, incarcerated adults and other
prioxity groups. The plans must also include an
accountability component to track the out-
comes of literacy services.

The Florida Plan moved literacy as a policy issue
beyond the strict purview of the Department of
Education. For the first time, literacy enhance-
ment was tied to the state policy goals of de-
pendency reduction and  economic
development. Iocal school districts, the
recipients of federal and state literacy funds,

-
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must now target literacy services to populations
pricritized through state, interagency policy
development. For-continued receipt of funds,
districts. must work collaboratively with local
JTPA agencies and others. Providers will be
held accountable for results. These important
features of the Florida State Plan were a direct
result of team participation in Academy meet-

ings.
The Commonwealth of Massachusetts

The Massachusetts Academy team produced
the Massachusetts Workforce Literacy Plan and
implementation strategi&s The Massachusetts
Plan, greatly influenced by the information
presented at Academy 1, presented literacy as
an economic development problem in the
state. It targeted the populations most serious-
ly affected .arid proposed solutions that in-
cluded an.ambitious increase in state funding.
Implementation strategies encompassed rais-
ing awareness, promoting interagency col-
laboration, and increasing accountability for
results within the literacy system.

The challenge for the Massachusetts team and
the Commonwealth Literacy Campaign-(CLC),
whose executive and deputy directors headed
the Academy team, was to build support for this
workforce literacy exgpansion pian. This neces-
sitated involvement of a number of constituen-
cy proups and agencies. Academy faculty
worked with the Massachusetts tcam to
develop a comprehensive stakeholder involve-
ment strategy.

Through Campaign efforts, the Secretaries of
Economic Affairs and Labor, the -Commis-
sioners of Education, the Chancellor of Higher
Education, the Massachusetts Coalition of
Adult Literacy ((MCAL), and the AFL-CIO all
publicly supported the Workforce Literacy
Plan.

The Massachusetts Plan was featured in many
news articles in the state’s major newspapers
and in many local papers. At the Democratic
State Convention, the CLC organized and
staffed a Literacy Breakfast and Awareness Day.

Key legislators (10 of 40 Senators and 55 of 160
Representatives) sponsored a Legislative Brief-
ing on Adult Literacy addressed by the Speaker
of the House and the Senate Majority Leader.

The Campaign spearheaded the- iateragency
coordination called for in the Plan. By Decem-
ber 1988, the Campaign, working with inter-
agency task forces, had developed a uniform
data collection process; a-coordinated R.F.P.
process for literacy providers; uniform-stand-
ards for program cfectiveness and client out-
comes; and comprehensive, interagency,
regional planning for literacy services. The CLC
and Commonwealth Futures (a policy group
working on youth employment issues) planned
a joint initiative on urban males, ages 16-24.

As of July 1988, the Campaign had not received
its requested appropriation. The Campaign’s
legislation (requesting a budget of $8 million)
had received a favorable report from the Joint
Education Ccmmittec and from the Ways and
Means Committee, but no approprxations were
attached. Due tounexpected revenue shortfalls
and a possible budget deficit, all expansion re-
quests, including the $1 million set-aside for
literacy in the Governor's budget, were put on
hold.

In spite of this difficulty, the Massachusetts Plan
has remained the Campaign’s guidance system.
Elements of the plan which do not require
major new appropriations are being imple-
mented. In six or seven months, when the

‘budget and the political environment change,

the Campaign will try again, with a proven track
record and subsequent increased support.

The State of Michigan

Michigan’s  workforce  literacy  plan,
Countdown 2000, developed and - refined
throughout the Academy project, is being fully
implemented.

The Countdown 2000 report was unveiled by
the Governor in his January 20, 1988, S:ate of
the State address. It contained eight major
recommendations:

-
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1. Statewide adoption of a new "“workforce
literacy” definition to drive all adult training
and education: programs;

2. Establishment of a public/private policy
board to oversee the design and implemen-
tation of an integrated, outcome-oriented
system;

3. Simplified access to the education and
training system through "service accounts,”
which individuals can draw.upon for train-
ing and education;

4. Development of a standard assessment,
using the new definition, for cach par-
ticipantin training and education programs;

5. Joint investment of the public and private
sector in the system through encourage-
ment of unlimited partnerships and the
creation of a wide array of incentives for
such partnerships;

6. Creation of a Human Resources Research
and Development
public/private joint venture which would
perform research, evaluate programs, and
develop curricula and materials;

7. Training and technical assistance for adult
training and educational providers with em-
phasis on designing and delivering
programs that meet the new workforce
literacy definition;

8. A public information/marketing campaign
from. the highest level of government
promoti.g a new workforce training and
education system based on individual
choice, lifelong learning, and account-
ability. ‘

Implementation of these eight recommenda-
tions involved two key components: the
Michigan Opportunity Card and the Michigan
Human Investment Fund.

A wallet-sized, plastic credit card, the Michigan
Opportunity Card will be available to all adults.
The card will provide access to job training and
edvrational services. The team envisioned the
Michigan Opportunity Card as a driving force

Institute, a

for intugrating existing programs, weeding out
ineffective programs, and coordinating the
development of future programs. The card also
sigrials a fundamental shift in public attitude by
recognizing an individual’s rights and respon-
sibilities in .pursuing lifelong education and
training consistent with the realities of the
modern economy.

The Michigan Human Investment Fund is a joint
venture between the orivate sector and the
state departments and agencies that are in-
volved in adult training and educational
programs. The members of the Fund form a
board of directors.to oversee and coordinate
managenient of the entire human investment

‘system.

The Academy proje~t encouraged the Michigan
team to set ambitious goals — not only to move
literacy into the policy mainstream, but also to
set a course of systemic change through in-
creased accountability. The Academy's em-

.
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phasis ofi private sector involvement set the - ‘

stage for a major corporate partnership.

Michigan's course inevitably challenged tradi-
tional methods of connecting individuals with
literacy training. It also required the estab-

lishment and testing of new data systems to-

measure individual and provider performance
and monitor policy results.

Workforce literacy has become the major
economic development issue in Miclugan. The
Academy process helped the Michigan teain
create Countdoun 2000 by providing critical

information at the right time, and by offering a-

process which ensured coordination and con-
tinuity of effort by all stakeholders.

The Ccmmonwealth of Virginia

The Virginia team developed a comprehensive
and detailed literacy policy calling .for a
dramaticincrease in literacy funding and target-
ing of services to priority populations. The plan

created a public and private structure for the -

developmentt of literacy programs and funding.
It established detailed mechanisms for coor-
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dimting ithis structurc and:ensuring future ac-
countability, of the literacy system. Implemen-
tationr plans called for interagency,
public/private regional literacy committees,
the targeting of literacy funding to specific
priority groups, and an extensive public aware-
ness and marketing campaign.

By July. 1988, all twelve of the regional literacy
coordinating committees were established and
had met at l€ast once. The coordinating com-
mittees serve as the local focal points for all
literacy.activities. Their first task will be the im-
plementation of regional/local literacy informa-
tion and referral systems. As a priority, the
systems will target ADC (welfare) recipients and
teen mothers. Within six to nine months the
regional committees will begin to develop
regional literacy plans.

The State Office of Adult Literacy has met with
all relevant state agencies regarding -the
development of a coordinated literacy informa-
tion and referral system which targets priority
populations such as ADC recipients, teen
mothers, and unemployed youth. The system
will also include information and referral on
necessary support services such as child care
and transportation.

As of September 1, 1988, the Virginia literacy
marketing campaign "hit the streets.” Public ser-
viceannouncements (PSAs) were targeted both
to regions and particular client populations.

Several literacy: programs have been piloted
whioh target special populations. One hundred
thoiisand dollars of JTPA funds are supporting
three programs which serve ADC recipients and
unemployed youth, ages 17-24. Upon success-
ful completion, these projects will be repli-
cated.

Most notably, for the 1988-1990 biennium, the
state approprizted $4.25 million dollars for the

cement oi literacy services. This contrasts
with a state general fund appropriation for the

_previous bierinium of $40,000. As a result of the

1988-1990 state budget, the relationsiiip of

state to federal funds for local providers has
changed dramatically — frem almost 0 percent’
state/ 100 percent federal to 51 percent state/
49 percent federal. This shift ensures that state
literacy policy will become the driving force in
the implementation of local literacy programs.

The formula allocation of state funds to local
ABE providers wzs adjusted to reflect the num-
bérs of ADC recipients and unemployed youth,
"ages 16-24, in the provider service area. This
sharply mcreased the amount of hteracy fund-
ing that< t so urban areas with large low-in-
come” populations In addition, the state has
now rsquired local providers to identify and
report on target groups served and ‘cutcomes
achieved.

By Dec¢ember 1988, the V'u'glma Yiteracy F.."wn-
dation achieved its goal cf°$3 million. These
funds will provide support to volunteer literacy
programs around the state.

Federal adult education funds will be used to
provide technical assistance to local literacy
providers in- €ight, primarily rural regions
where there is.need. Technical assistance will
stress improved management, curriculum
design, and instruction,

In addition, VLFB and state funds wil! jointly
fund a training coord:nator at the state’s ABE
Resource Center at Virginia Commonwealth
University, who will provide training and tech-
nical assistance to private, volunteer literacy
groups.

Special Interagency Projects or
Programs

The State of Missouri

The Missouri team developed a two-pronged
literacy policy with pre-sention and remediation
policy objectives and a well-dlefined, two-year
action plan. The action plan included:

o Staffing the Governor's Advisory Council on
Literacy, which includ:d multi-agency




public and private riembership. It was ex-
pected that the policy goals and objectives
outlined by the Academy team would be in-
corporated into the work of the Advisory
Council:

e Establishing a literacy foundation funded
by the private sector;

e Establishing model literacy programs in
workplace literacy, dropout prevention,
and for welfare recipients;

e Preparing a plar.’for mcre effective use of
all resources currently available for literacy
and basic skills training, including JTPA,
Adult Basic Education, Wagner-feyser, Carl
Perkins, Vocational-Education, and Library
Services and Construction Act funds.

As of December 1988, 14 of the approximately
20 action steps outlined by the team at
Academy II were completed or underway.

Recommendations from the Governor's Ad-
visory Council ‘were :released in fall 1988.
Literacy Investment for Tomorrow (LIFT)
began funding innovative, literacy projects in
early winter:of 1988. The plan for more effec-
tive use of existing resources has been com-
pleted, and agencies have begun model
projects.

The State of North Carolina

The North Carolina team participated only in
Academy I, yet the work begun there helped to
produce a final product, the Report of the
Governor's Commission on Literacy. The draft
recommendations echo many themes sounded
at the first Academy: tie literacy to jobs and
productivity; promote public/private and inter-
agency ccllaboration; and target resources to
priority populations.

The Report's recommendations included:
e Creation of a North Carolina Advisory

Council on Literacy. The Council should
have 22 members appointed by the Gover-

nor representing the Department of Com-
mumty Colleges, the North Carolina
Literacy Association, business and industry,
and citizens at large, aswell as the president
of the Community College system, the
director of the North Carolina Literacy As-
sociation, the State Supe-‘intendent of
Education, a state senator, and a state rep-
resentative.

e Creation of a North Carolina Literacy Trust
Fund to encourage private financial con-
tributions to the literacy effort and to
provide additional resources to support
both public and private literacy efforts.

e Creation. of an Office of Literacy in the
Department of Administration to provide
staff support to the Advisory Council and
the Literacy Trust Fund.

The Commission suggested six policy-goals for
the work of the Counci! and the Trust Fund:

1. Focus on. the need of adult learr s with
specific attention to the necds or. welfare
recipients, high school. dropouts,, dislo-
cated workers, the working poor, the un-
employed, parents of at-risk ‘youth, and
workers with limited literacy skills who are
employed by small businesses;

2. Enhance literacy education m the

workplace;

3. Foster cooperation and coordination
among state agencies and the private sector
in order to get maximum impact from exist-
ing programs;

4. Increase program efiectiveness and ac-
countability;

5. Support public education reform to
prevent future adult illiteracy;

6. Facilitate programs in which parents and
children can jointly enhance their literacy
skills.

Based on the work of the Commission, several
literacy related budget items, totaling ap-
proximately $5 million and including a new Of-
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fice of Literacy, were added to the Governer's
proposed budget. The Office of Literacy in the
Governor's Office was &stablished inJune 1988.

Funding hac been found for 1) a dropout
prevention program for at-risk youth; 2) eight
preschoo! programs to pilot an intergenera-
tional literacy program; 3) customized literacy
programs provided by community colleges for
small business; 4) ‘a "Boston Compact" type
program for youth ages 16-24; 5) a basic skills

enhancement program for employees of state-

agencies;:and 6) a: public/private, university-
based, technical' assistance network and
resource bank for literacy profess. snals, volun-
teers, and industry needing customized literacy

programs.
The State of Tennessee

The Tennessee team produced an action plan
with thirteeir operational objectives. They in-
cluded increasing the high school retention
rate; creating workforce literacy programs;
forming a Literacy Volunteer Corps; creating
‘workforce literacy subcommittees in each
Private Industry Councis; establishing rural
literacy pilot projects; targeting puiblic housing
residents for literacy training; strengthening
the continuum of literacy services; and inc zas-
ing state funding for literacy by 400 percent.

In Tennessee, the Academy project
strengthened the connection between literacy
and jobs and productivity. Faculty and state
participants stressed that this connection
would support the team's request to the Legis-
latur¢ and build alliunces with the business
community and other state agencies. The
process also helped thie team to identify crea-
tive opportunities for interaggncy collabora-
tion. For example, the Academy I draft plan
called for the création of Adult Education and
Trairing Councils within each DOE district. The
Academy II plan recommended, instead, the
creation of literacy subcommittees within each
existing Private Industry Council, which already
functioned as a forum for education,/business
collaboration.

While the Tennessee team did not win its full
funding request from the legislature, programs
have increased. County-based literacy services
were expanded to statewide coverage, a sig-
nificant achievement. Workplace literacy
programs were begun in 25 major businesses.
Literacy programs were established in-inner-
city public housing projects. *The Sequoia
Award" was created to honor communities
making significant literacy progress. Public
awareness has grown.

Partly because of Academy emphasis on
public/private partnerships, new alliances have
been forged. The literacy effort now has a busi-
ness support group. “mposed of 207 major
businesses includin, B8ell, Levi-Strauss, and
GTE. GTE i sponsoring a matching program:
for every 150 hours of emgioyee time as a
literacy volunteer, tlie company donates one
thousand dollars to a literacy provider. Tae
team hopes that these new allies will support
passage of next year's funding requcst.

Interagency Groundwork for Change

The State of Idaho

The Idaho team developed a practical, modest
plan. Emphasis was placed on increasing public
awareness of the literacy problem; gainini; top-
level attention within state governmert; en-
hancing workforce literacy; and increasing
interagency and public/private collaboration.

Due to the urging of faculty and peecs at
Academymeetings, theteam moved the literacy
initiative into the policy mainstream by firmly
connecting it to the Governor’'s Workforce
2000 Tssk Force. A member of the Task Force
was appointed tothe Academy team and named
chiairman of the Task Force's Committee on
workforce literacy. Th. Committee met month-
lv and travelled throughout the state meeting
with employers, educators, and community
leaders on the subject of workforce literacy.
Their activity constituted a public rela-
tions/awareness campaign across the state.

10

24




Uy

The Workforce Literacy Committee’s final
report, published inn November 1988, accepted
several of the Academy team's recommenda-
tions for action.

As a part of .he Academy effort, the Department
of Employment is identifying practical ways in
which employment office line staff who deal
with the public can identify persons who need
basic skills training and encourage them to seek
assistznce. Identified methods will be used
statewide.

An interagcncy group, representing vocational
education, general education, employment,
and the Idaho Private Industry Council Associa-
tion met with the Academy team to develop
pilnt workplace literacy programs.

The State of Utah
TaeAcademy team produced a blueprint for ac-

tinn, Utak ACCESS, which set policy direction

and established a overnor's Task Force with
three subcommittees. The subcommittees
were to set literacy policy for regular education
programs, special target populations, and the
workplace. The work of these subcommittees
influenced the development of three products:

e The No Read-No Graduate Committee
Report presents 16 recommendations
designed to strengthen reading programs
at the iocal district level.

e Proposed welfare-to-work legislation
similar to California’s GAIN program
couples continued receipt of welfare
benefits with literacy education, job train
ing, and job placement.

e Asahigh prority, the Utah Adult Education
Plan targets adults with limited English lan-
guage skills; adults from urban areas with
high rates of unemgioyment; adults from
rural areas; and immigrant and institution-
alized adults.

Sometimes well-founded initiatives are over-
taken by events.

This proved to be the case in Utah. A change in
personnel in the Governor's Office and the shift
in leadership from the Department of Com-
munity and Economic Development to the
Department of Education comphuted im-
plemcatation of Utah ACCESS. In winter-spring
1988, a rising tax-payers revolt became a major
concern of both the legislature and the Gover-
nor and sounded the death ¥nell of a major
literacy initiative.. As a result of the Academy,
however, the team laid interagency
groundwork for change. Utah ACCESS remains
a good plan with promising components, wait-
ing for a more favorable political climate.

THE REPORT

This report documents the experiences and
results of these nine states. It describes how the
process was used to develop state-specific
workforce literacy policies and action -plans.
Their experiences illustrate how such policies
and plans can be part of an effective strategy for

long-term economic development.

Chapter Two frames the issue and presents the
partnerships needed.

Chapter Three discusses the major steps in the '

policy development-cycle and illustrates, with
specific examples, how the states constructed
their literacy policies and action plans. The ex-
amples emphasize each state's unique
response to the challenges of enhanciug
w rkforce literacy.

Chapter Four presents an overall assessment of
the Academy results — state accomplishinents
and literacy partnerships.

Chapter Five presents in detail each state's ex-
perience, process, and products as it moved
through the Academy.

v

25

11




New Partnership

Chapter 2: Adult Literacy: A New Way of Thinkiug - a

DEFINING LITERACY FOR THE
WORXPIACE

Until recentiy 2 person was presumed literate if
he or she could read and write at a specified
grade level. While the designated grade level
has changed during-the last fifty years from
fourth grade to eighth.-grade, the basic
presumption of literacy at any grade level is
being challenged. First, there are no guarantees
that a person stamped "grade, 8" will have the
skills needed to function on the job and-at
home. Second, the skills needed for employ-
ment are chang..:3 rapidly and growing ever
more complex.

Literacy means something more than decoding
words. It means interpreting schedules — abus
schedule or a sophisticxced computerized
manufacturing schedule. It is following direc-
tions for, using complex tcols in the faltory or
in ‘he kitchen. More than understanding or in-
terpreting, literacy is also communicating, oral-
ly or in writing. Itis giving directions clearly and
succinctly so others can easily follow; it is ex-
plaining 2 complex operation so that par-
ticipants in the procedure tunderstand how
their part contributes to the whole. Literacy is
computing. Literacy is tzking ideas apart and
putting them together.

As the state teams began their deliberations at
Academyl, they were confronted with the need
to defip=literacy in a concrete and realistic way.
In order to learn about the problem — its mag-
nitude and severity — they needed to know
how to identify it.

What were they planning to invest in? The CSPA
Academy Faculty presented the literacy con-
tinuum for consideration.

The Literacy Continuum

How many citizens in my state are il-
literate?

Do we have a problem? Exactly what
does it look like?

What is literacy anyway?

These questions plagued the state teams when
they arrived at Academy 1.

Depending on the definition, estimates of na-
tiona’ illiteracy range from as low as .5 percant
to as high as 50 percent of adult Americans.
Within the state teams as well, the definitional
debate raged. Cnoneside of the #ebate are the.
*literalists,” on the other side the "contex-
tualists.”

The "literalists” argue that if oi® can read and
write short, simple statements relating to
everyday life, one is literate. The definition of
literacy used by the Census Bureau (comple-
tion of six or more years of school) supports
this point of view. Literacy programs that
register student progress in reading levels rein-
force this definition of literacy. The JTPA'system
uses reading levels as eligibility cut-off points..
Individuals need at least a ninth grade reading
comprehension level to enter more demanding
vocational teab: .g or education or be placed in
some technical jobs. Traditionally, the educa-
don system and Adult Basic Education (ABE)
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providers have identified reading levels as ap-
propriate outcomes of literacy training — a
fourth grade reading level or a graduate
equivalency (i.e. twelfth-grade reading level),
for example.

Most state team members-were comfortable
with a reading level definition of literacy. Be-
cause it appears easily understood by all, it is
convenientshorthand. It is tested by paper and
pencil tests. Individuals can be grouped, track-
ed and counted, A reading level definition is
compatible with grade level completion data,
something which all states had available.
However, some team members argued, suc-
cessfully con _leting the ninth grade does not
guarantee a ninth grade reading level.
Employers on teams were quick to support that
point. In fact, a ninth grade reading level does
not insure the ability to define and solve
probiems on thé job, espedially a job with
changing requirements Ifthe desired outcome
of literacy trairiing is a job or a better job, a
single reading level standard could be mislead-
ing.

The "contextualists” argue that individuals are
literate only if their reading, writing, computa-
tion, reascning, and communication skills
match the requirements of their environments.

This-contextual definition of literacy — "using
printed and written information to function in
society, to achieve one’s goals, and to develop
one’s knowledge and potential' - formed the
basis of the National Assessment of Education-
al Progress (NAEP) study of literacy in Ametica.
Literacy programs that measure individual
progress in terms of functional competency
development support this view of llteracy

The - expected outcome of literacy improvc
ment using this definition is not an academic
reading level but competency adequate to a
particular context — in this case, the workforce.
For example, skills in English as a second lan-
guage enable an immigrant to take public
transportation, to apply for and obtain an entry-
level job; basic reading, writing, and computa-
tion competencies allow an unemployed
worker to train for a specific occupation; oral

and written communication skills enable a su-
pervisor to direct others in a complex manufac-
turing operation; an employee with good
reasoning skills successfully completes a task
without close supervision; a worker leaving an
obsolete job transfers what she knows to the
new job environment.

Contextual definitions of literacy may be more
relevant for employers, some team members
argued, but they are not easily communicated
to or undérstood by the public. By definition,
they are difficult to standardize. Standardized
tests of functional competency, like NAEP, are
expensive to develop-and use. The context for
literacy must be spe\ified each time one uses a
functional definition. ¢ would require the
development of work-related competency
scales, a time-consuming and expensive
process. David Harman in his recent book, Ii-

literacy: A National Dilemma, transcends the _

debate. Harman srgues forcibly that literacy is
not just the ability to read.at a certain-level, or
a bag of functional "tricks" carried from context
to context, but an essential component of a civ-
ilized, democratic society.

While not all éuppon such a global definition,
most experts in the literacy field agree with Har-
man that the definition of literacy keeps chang-

ing:

The attempt to define literacy is like a
walk to the horizon: as one walks
toward it, it continuously recedes.
Similarly, as groups of people achieve
the skills formerly defined as literacy, al-
tered circumstances often render
definitions obsolete. New definitions
replace the old ones as new goals are
set. People considered literate by a pre-
vious yardstick are now regarded as il-
literate.”

AtAcademy 1, state team members were offered
a practical solution to the definition dilemma.
In Enbancing Adult Literacy: A Policy Guide,
developed by Brizius and Foster for the CSPA
Academy, literacy and illiteracy are described
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not as absolute conditions but as a continuum
of skills:

‘When state policymakers look at defini-
tions of literacy they should be examin-
ing°a continuum, of reading, writing,
math and communications. skills, not
trying to determine what the cut-off
point for literacy or illiteracy may be...

Recogaizing that all individuals or
groups of adults fall somewhere on the
continuum of literacy, the task of the
policymakeris notto defire literacy, but
to decide where to put resources to
help some peoplc move along the
literacy continuum and to judge how far
it is necessary for people to move so
that other goals, such as creating jobs or
improving productivity, c2n be met®

The concept of the literacv continuum made
senseé to state team members. Team members
with different pcints of view could find com-
mon ground. A workplace context for literacy
programs was new for some participants. While
the idea of a functional definition seemed
chaotic and confusing, the continuum created
order. There was'room on.the continuum for
non-readers (grades 0-4 functional level), those
needing basic skills (grades 5-8 functional
level), and those needed upgrading (gra-des 9
+ functional level). Several policy advisors from
governors' offices expressed relief. They no
longer had to define an "illiterate" population
in their state. Ifistead, they could target groups
whose level of literacy they wished to imiprove.

Literacy Outcomes

However, accepting the literacy continuum
créated a new difficulty for team members.
How would they know when an indwidual
moved from one point to another on the con-
tinuum? If reading levels were innappropriate
‘measures for a workplace context, what
measures were appropriate? Further, how
couid they tie a functional literacy level to the
achievement of a , ;articular state objective?

There is no firm guidance for policymakers con-
necting a particular point on the literacy con-
tinuum with a particular outcome such as
"high-tech” business recruitment, employment,
job advancement, or productivity increase.
Even if such guidance existed, no universal na-
tional or state literacy standard will solve the
economic or social challenges listed in
Workforce 2000. A massive "quick fix" literacy
campaign will no more solve a state’s economic
development problem or reduce the welfare
caseload than "smokestack chasing" or
"workfare."

David Harman states:
There simply is no magical point of
literacy at which individuals become
employable, perform well in their jobs,
carry out the responsibilities of citizen-
ship, qualify for citizenship rights, or be-
come good parents.

State team members wondered how to defire
appropriate outcomes for literacy efforts, how
to hold literacy providers accountable. Faculty
urged team members to make educated gues-
ses and track results.1°

Evidence suggests several general guidelines
for choosing outcomes of literacy initiatives:

e Literacy training, particularly coupled
with job-specific training, improves job
performance and supports job advance-
ment: Business and industry are cdlearly
convinced that job-related education and
training improve employee performance

.and increase the value of the employee to _

the employer. Though it may not be called
literacy training, such training does involve
instruction in reading, writing, calculation
and reasoning, often within the specific
context of a particular job. Anthony Car-
nevale has calculated that employers spent
about $210 billion n 1985, training
employees to do the job right.}!

e Individuals with a high schooi diploma
or equivalency have an easier time join-
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ingand staying in the workforce: Such in-
dividuals are also less likely to be chrorical-
ly dependent on state services. A majority
of individuals on welfare have less than a
high- school degree; the vast majority of
those incarcerated are high school
dropouts. Improved basic skills in reading,
math, and communications can help these
individuals to find and hold a job even
without a high school equivalency. In addi-
tion, high school students with solid basic
skills are more likely to stay in school and
graduate.

Basic skills and the ability to apply those
skills to new contexts reduces worker
dislocation: Individuals who can apply
reading; writing, and reasoning skills to new
job contexts adapt more easily to a chang-
ing job market. They are more likely to be
successful finding-new jobs after a plant
closing or layoff.

Parents who read to their children im-
prove the child’s ability <o learn how to
read.

For individuals, the outcomes of literacy
programs can be as diverse 2s improved self-es-
teem, reading to their children, getting around
the neighborhood, filling in a job application,
getting off welfare, staying in the same job for
more than six months, or job advancement.

Outcomes of state initiatives include a more
highly trained worXkforce; increased numbers
of individuals moving off welfare to work;
reduced recidivism to prison; reduction i in the
high school dropout rate as well as increased
numbers: of dropouts with high school
equivalency; reduced numbers of dislocarzd,
unemployed workers; and the prevention of il-
literacy in young children.

By the end of Academy I, most team members
had defined literacy using a workplsce context.
They confronted the challenpes t'iis definition
creates for policymakers. Most teams chose
outcomes appropriate t. their governors’
economic development policy objectives.

Several teams designed new systems to
measure movement along the literacy con-
tinuum and to hold literacy providers account-
able for results relevant to employment.

IDENTIFYING POTENTIAL PARTNERS
AT THE STATE LEVEL

A literacy program designed to achieve an
eighth grade reading level could be developed
by the education system in isolation. But will
the graduate of that program be able to fiil in a
variety of job applications, persist in job seek-
ing in the face of rejection, coordinate day care
with employment, organize regular transporta-
tion to the job? JTPA can train an-unemployed
worker in job-specific skills. But does that in-
dividual read and write well enough to take the
training? Two hundred high school dropouts
can be trained in basic skills competencies. But
can they perform at a level needed on the job?

Academy team members -understood that to
achieve the work-related outcomes desired by
the state, potential workers, employses and
employers, new literacy partnerships must be
developed.

Governors: The governors participating in the
Academy project, deeply committed to build-
ing their economies and enhancing human
potential, had made the conceptual link be-
tween workforce skills and economic produc-
tivity:

Helping people get the skills necessary
to find jobs is one of any Governor's
most important areas of action. But sig-
nificant numbers of our people are not
ableto"getin the game." Ata time when.
the' demographics of our nation’s
workforce are changing...it is vital that
all of our potential workers have the
tools they need to find jobs.}?

Governor John Ashcroft

As partners, governors can bringleadership and
focusto a problem. They can involve the private




sector .and provide the clout and authority
necessary to ensure that separate state agencies
-work together to solve common problems
Governors' backing can help secure funding for

needed program expansion.

Yet, properly investing in human potential is a
difficult challenge. States face serious budget
constraints. Literacy competes with other
priorities like -education reform, welfare
reform, ‘indigent health care, prison over-
crowding, hazardous waste. Tough choices
have to be made based on limited information
— there is no clear answer as to what works to
enhance literacy for jobs and productivity. To
make a good investment in literacy and maxi-
mize return for their citizens, governors must
make decisions and target resources in an en-
vironment of uncertainty.

Employers: Business and industry are increas-
ingly facing productivity losses due to incuffi-
ciently skilled workers. A-1982 survey of basic
skills in the workforce reported 1hat among
companies participating in the survey:

e Thirty (30) percent reported secretaries
‘having difficulty reading at tie level re-
quired by the job.

e Fifty (50) percent r=ported managers and
supervisors unable to write paragraphs free
of grammatical errors.

e Fifty (50) percent reported skilled and
semi-skilled employees, including book-
keepers, unable to use decimals and frac-
tions in math problems.

e Sixty-five (65) percent feported that basic
skills deficicncies limit the jobadvancement
of their high school graduate employees.

e Seventy-three-(73) percent reported that
such deficiencies inhibit the advancement
of non-graduates.13

_James E. Duffy, President of Communications,
ABC Broadcast and Network Divisions, sum-
marizes the challenge:

A\l

No issue is as critical to the future of
America as illiteracy in the workforce.
We simply cannot allow this nation to
enter the 21st century without a literate,
skilled, and flexible workforce. From in-
dividual businesses to entire industries,
the effect of a-workforce unprepared
for an information-based, service-
oriented economy will be devastat-

ing 14

Employer involvement can strengthen the out-
come-orientation of a literacy initiative. it en-
sures a workplace and employment context for
public investment in. literacy w2’ .ng.
Employers are more likely to get the employees
they need for the future through their involve-
ment in literacy programs.

To achieve a literate workforce, the business
community should do more than raise public
awareness; it needs to invest dollars and take
action. Neither can employers be satisfied with
isolated, business-sponsored literacy training
programs. Business and industry..should be-
come involved in changing the education sys-
tem, the employment and training system, and
the political system to meet the literacy needs
of the workforce.

The Employment and Training System. The
underlying principles of the Job Training
Partnership Act (JTPA) provide motivation for
local service delivery area (SDA) involvement in
literacy initiatives. Local SDAs are held account-
able for training and placing disadvantaged, un-
employed, or dislocated workers in jobs: They.
are committed to helping the economically dis-
advantaged become self-sufficient or find and
keep jobs. To do so, SDAs must respond to
both the employer as consumer and the un-
employed individual as consumer.

Over time, SDAs have realized that many in-
dividuals eligible for JTPA services who do not
read or write or compute at seventh grade level
have a difficult time succeeding in job training
programs and tend to be chronically un-
employed. Local employers serving on SDA
Private Industry Councils recognize that job-
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specific skills:are not as critical to success in
entry-level employment as solid basic skills in
reading, communicating, computing, and
reasoning.

Recent changes in JTPA regulations support the
connection between literacy enhancement, job
training, and employment. For program year
1988, the Department of Labor has three policy
objectives for JTPA: 1) Encourage increased
service to mdmduals at risk ¢f chronic un-
cmploymmt, 2) foster training. investments
which lead to long-terza émployability; and 3)
incréase ‘basic skills and occupational com-
petcncy-based training for youth. In support of
‘these objectives, ‘the adult cost per entered
employment standard was raiséd to’ ,-1,500 for
Programs Years 1988 and 1989 . This standard
contrasts- v:ith the Pr -Years 1986 and
1987 standard of $4,374 per placement. The
youth cost per positivé termination standard
continues to be $4,900.

Yet, despite good reasons to become literacy
partners; many, Private Industry Councils have
held back. Some have focused more effort on
containing or: reducmg their short-term cost

per participant than ¢n improving their long-
term return on investment. Others feel literacy
is education’s problem, unaware of Workplace

research-that indicates that the kinds of read--

ing, writing, and analytical tasks workers per-
form- routmely are different from those
studentsaretaughtinschoolorm generaladult
literacy programs.1® Finally, some PICs dislike
involvement with- the education system for in-
stitutional reasons: They see- education as a
slow bureaucracy, focused on process, not ac-
countable for results and with httle incentive to
change.

~

Adult Basic Education and other Literacy

Providers. For many years those who dropped .

out or were pushed out of the K-12 education
system have relied upon adult basic education
programs for literacy services. In most states
these programs operate in conjunction with
local education districts or community collegcs
and -are. funded: through a combination: of
federal, state, and occasionally local funds. Ad-

ditional literacy services, especially those for
persons with less than fourth grade reading
skills, are provided through local, private
literacy programs with volunteer teachers.
State and loca! libraries also promote, provide,
or coordinate literacy programs.

Literacy programs have been the isolated, un-
derfunded step-children of the education sys-
tem. Dealing with a different kind of student (a
dropout or an adult) and offering a more prac-
tical, less academic curriculum, they are neither
fish nor. fowl. They have not belonged to the
education world, the vocational training world,
or the employment and training world. Yet
program providers have a literacy teaching
methodology that can work, an understandipg
of basic skills curriculum, and working ex-
perience with the "student” of literacy services.

Literacy providers have much to gain from a

literacy partnership. They have worked’long
and<*ard with inadequate resoxices and with

‘little public-attention or appreciation. Using a

workplace context enables providers to better
communicate their successes to the public.
Greater resources and support enable program
expansion, reduce waiting lists, improve cur-
riculum and materials, strengthen the effective
use of technology, and train professionals and
volunteers. Yet, there is a price. Providers need
to share control over the direction and design
of literacy programs. Programs need to be held
increasingly accountable for specific, employ-
ment-related outcomes.

. Bach constituency brings different strengths to

the literacy. partnership. The governor’s office
can bring leadership and visibility resulting in
greater attention to the- problem, improved
resources, and a statewide focus. Employers
bring a practical context for literacy enhance-
ment. They help the partnership to focus on
outcomes rather than on process. They bring
additional resources. The JTPA system offers a
dual customer base — disadvantaged and un-
employed individuals as well as the employers
who can hire them — and an emphasis on ac-
countability. The education/literacy system
brings extensive knowledge of the individual
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consumer of literacy services and experiencein  they can achieve their independent goals and
the provision of services. Each partner also has  build a workforce literacy system.
something to risk. Working together, however,
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Chapter 3: From Ideasto Action

AtAcademy I, state policymakers were exposed

to a new way of thinking about literacy. They
were urged to place literacy in a workplace con-
text. They were asked to stop focusing on il-
literacy and to concentrate instead on the
literacy continuum, with outcomes that fluc-
tuate based on a particular context. They were
encouraged to forge new partnerships.

Team members struggled to understand their
different perspectives and; to connect the
literacy continuum to their unique contexts:
the state’s present.and future economy; par-
ticular population groups and literacy levels;
the current business environment; the educa-
tion, literacy and JTPA systems; and their
governor's policy goals.

State ‘policymakers were also exposed to the
CSPA policy development process. This process
guided each state team from the development
of its problem statement to the implementation
of its joint literacy venture. This chapter briefly
describes the steps in the CSPA policy develop-
ment framework and illustrates how the states
used the process to translate new thinking into
effective policy and action.

STRATEGIC POLICY DEVELOPMENT

Strategic policy development is a process that
enables state government-to set direction, to
overcome currént or anticipated problems in
the state and local environment, and to capital-
ize on opportunities that will bring present or
future benefit to the citizens of that state. It is
the artful combination of informatioa, vision,
analytical reasoning, consensus-building,
decision-making, and commitment to achieve a
particular result.

Its absence is most noticeable: the negative

.consequences of "quick-fix" government solu:

tions. Wken successfully conducted, the
process itself is not noticed. This is because
policy is not an end in itself, though
policymakers often wish that it were. Instead,
strategic policymaking leads to actions and in-
tended outcomes. Public attention rests on the
results of the process: a revitalized rural
econcmy, a-low unemployment rate, a well-
trained workforce.

While this process does not guarantee success,
it increases the chances of success by setting .
direction, dlarifying intent, and . stating

‘parameters and/or rules for implementing iiat

direction or intent. Efective policy inclucles:

e Aclearstatement of the nroblems or oppor-
tunities the policy intends to address or cor-
rect;

e A broad goal establishing what is to be ac-
complished;

e A set of outcome-oriented objectives
(strategic objectives, not operational objec-
tives), which move towards the accomplish-
ment of that goal; and

e Specific strategies, programs, and actions
that will enable the accomplishment of

those objectives.

Figure One represents the policy development
cycle used during the Academy. The three
major phases are: 1) the development of
proposals; 2) .the enactment of policies and
programs; and 3) program implementation.
Each of these three phases roughly cor-
responds to events in a state’s planning and
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budgeting cycle. Governors' offices, legislative
research offices, and planning <iucés in execu-
tive agencies develop proposals:for considera-
tioni-by top-level decision-makers three to six
monthspriorto budget development. Once the
first draft budget:documents are in place, the
proposal development.phase is, for the most
part, complete,

“The governor's state-cf-the-state message and

the submission of major bills early in the legis-
lative session mark the transition from the
proposal development phase to the policy and

The legislative session is the hallmark of the
second phase. The end of the session, the sign-
ing of bills, and the final budget imark the tran-
sition to the program implementation phase. At
this point operational managers take the policy
and run. As state policymakers know, however,
implementation can- deviate significantly from
the intent of the policy by sins of omission and
commissior.-An increasiugly common method
of znonitoring iraplementation is the legislative-
ly mandated report, usually after twelve to
eighteen months of implementation. Such
reports or the guvernor's management ac-
counrability system mark the transition from

program enactment phase,
FIGURE ONE
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implementation into a new cycle of planning
and budgeting.

During the Academy project, each state moved.

through nine steps in the policy development
cycle: '

Choosing a team

Conducting the environmental scan
Defining th= problems and opportunities
Developing policy goals and objectives
Chousing strategic interventions
Predicﬁx;g outcomes

Planning for action

Taking action

Assessing results

Each step involved a set of activities and
generated products, which, if done well, led to

- the accomplishment of the next step. Stateshad -

to overcome pitfalls associated with each step.

Each step is described below aleng with the op-
timum outcome, state teams cfforts to com-
plete the step, and lessons.learned from the
project. As teams progressed tarough steps one

‘through four, they were encouraged to con-

sider the following issues:

e Whatis the economic and demographic en-
vironment in your siate?

¢ How should literacy be defined and
measured?

e What'overall policy goals are state leaders,
- particularly the governor, attempting to
achieve?

e Who is most in need of literacy services?
Which target groups are the mostimportant
to assess and move along the literacy con-
tinuum? .

e What outcomes do you want these groups
to achieve? Where on the continuum doyou
want them to move?

Step One: Choosing The Team

The first activity, not usually thought of as a
step, is the selection of those who will work on
the development of a policy. States were given
guidance by CSPA on team composition.. The
team had to have senior-level decision-makers
with mandated representation from the
governor’s Office, the state adult education sys-
tem, and JTPA.

Optimum Outcome

Today, state-ievel policy requires development
by s=nior-level team representatives of many
relevant sectors of state government.-¢roblems
are too complex to lend themselves to solution
by one agency alone. Solutions are s0 complex
that they generally impact on several agencies
at tlie state, regional, and local levels. A well-
constructed team has:

e Representation from all relevant agen:cies,
departments and sectors, including ti.e
private sector, If possible, all major
stakeholders, both inside and outside
government should be involved.

e Senior-level decision-makers who can effect
redirection of agencies and departments
and commit resources. A senior advisor
from the governor's office is essential.
Senior staff from the :gislature are also
needed.

« Individuals knowledgeable about the
problen:,

e Individuals knowledgeable about state and
local programs already in place to address
the problem.

e One or two staff members who can provide
the "glue" for the team between meetings:
convene meetings, prepare materials,
-provide continuity.

State Team Efforts

Ten staies assembled teams for the Academy.
Seven states were able to meet all the criteria
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described above, with the exception of private
sector. involvement The remaining three were
unable to secure consistent involvement of
senior staff members from their governor’s of-
fices. This. had serious consequences for their
ability - to produce effective policies-that were
implemented. One of these states dropped out
ofthe process altogether. Four state teams had
private sector/employer involvément. This
greatly enhanced:the team'’s ability to develop

a broadly accepted poiicy.

One team lacking private sector involvement
experienced serious difficulties in defining the
problem, as discussed later under step three.

Lessons Learned

Awell-constructed team is critical to the success
of a policy development effort. {In particular, if

-senior staff from the governor’s office are not

closely involved, the policy is in grave danger of
being stillborn. Private sector involvement
provides a-much needed outside perspective
and, often, the push to get agencies to work
together. The four states with private sec-
tor/employer involvement produced strong
policies with effective implementation:
Michigan, Virginia, Florida, and Missouri..

Step Two: Conducting the
Environmental Scan

An environmental scan precedes the definition
of a problem A proper scan ensures that the
defnition of a problem and the strategies
designed to solve it will reflect the unique situa-
tion of the state and its localities.

In this step policymakers review existing data
or collect new information that will answer the
following questions:

e What are the key elements of the current
environment that are relevant to this issue?
The following categories should be
scanned:

~ population affected

— consumer/client/student attitudes

— attitudes/understanding of  busi-
néss/employers

— provider characteristics

-- governmental attitudes

— general economic conditi. s — includ-
ing labor force analysis

— political considerations

e Which ofthese elements are most critical to
the issue?

e Which of the most critical elements act as
facilitators and which as impediments to
either a consensus that the issue is of high
priority or progress toward resolving the
problem?

e How may the environment differ in the fu-
ture?

e What forces are ac work that might affect
key elements in the future environment?

o How could future forces change the nature
of the issue and the types of approaches
that could be adopted?

Optimum Outcome

A thorough environmental scan can be very
lengthy. It is well documented by data or anec-
dotal irformation. A thorough scanning
process builds a base of agreement among all
stakeholders and provides the foundation for
the second step in the policy devclopmcnt
cycle. Preparing the scan as a team exposes in-
dividual me_mber’s assumptions cnd values as
well as biases. The process promotes debate
early on wben resolution and compromise are
possible, before team members have become
committed to particular solutions.

State Team Ziforts

All ten states prepared good scans, in spite of a
tendency to rush discussion of solutions. The
scans refiected the unique situations in each
state. One emphasized an acute labor shortage;
another a high drcpout rate in rural areas; a
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third, the governor's concern with rising costs
of dependency in his state.

Some teams, however, invested more energy in
documenting their scans with data. This effort
paid dividends when teams later prepared their

‘problem  statements and  developed
measurable policy objectives. In this step, state
teams had to confront the difficulty of measur-
ing the literacy problem within their states.
Some states decided to make estimates based
on school completion data from the U.S. Cen-
sus; some states drew estimates from the NAEP
study; some states looked at the state estimates
drawn by the U.S. Depart:nent of.Education
from the Census English Language Proficiency
Survey (ELPS). At least one state decided to
defer tlie issue of measurement for the im-
mediate future and incorporate into their two-
year action plan a strategy for a
state-sponsored, NAEP-like study. For a
thorough discussion:of the measurement is-
sues confronted by states and suggested solu-
tions see Enbancing Adult Literacy: A Policy
Guide 16

Lessons Learned

A thorough environmental scan leads to 1) a
clearly defined set of problems and oppor-
tunities; and 2) a cohesive team. Scans basec on
data rather than opinions and prejudices lead
to stronger provlem statements and more
cohesive teams. Team members were surprised
to discover as they conducted their scans, that
their perceptions of the problem differed. One
member viewed literacy primarily from -an
economic perspective; another shought of
literacy programs as volunteer efforts to teach
people to read. As they analyzed the situation
in their state, they were able to discard
prejudices not based on fact and to fit the
pieces together into a whole.

Step Three: Defining Problems and
Opportunities

A problem exists when there is 2 perceived dif-
ference between expectations and reality. Isthe
state’s workforce prepared for the jobs of the

future? Do welfare recipients have entry-level
skills that meet employers' expectations?

After conducting the scan, team members
struggled to accurately define the problem.
They asked themselves the following ques-
tions: What is the problem? How do we know
it exists? What is the evidence? Whose problem
is it? Who are the stakeholders? How serious is
it? What are the quantitative dimensions? Is the
problem likely to get better or worse? What are
the underlying causes? What are related com-
plicating factors? What priority should be as-
signed to this problem in comparison with
others?

At the same time they analyzed the problem,
the teams attempted to identify opportunities.
An opportunity occurs when ciccumstances ap-
pear to combirnie favorably to move you toward
your objéctive. Questions which help to iden-
tify opportunities include the. following: Is
there any "good news" in connection with this
issue? Is anyone benefitting fror the problem?
A problem often persists because some benefit
from its existence while others do not. Who
would benefit if the problem were solved? Are
unexpect . alliances possible? If opportunities
exist, how risky are they? What are the chances
that taking advantage of an opportunity may in-
volve a detour or may not pay off?

Optimum Outcome

The expected outcome of Academy I is a
probicn statement. A problem statement
begins with a description cf the general
geographic, economic, and demographic
profile of the state — information surfaced in
the scan. The core of the problem statement is
a specific description of the problem (with
documentingnumbers) and information onthe
underlying causes of the problem. A problem
statement is more useful in building strategies
ifit includes a discussion of factors that compli-
cate the issue, or which create opportunities.
Major stakeholders in the issue should be con-
sidered. Finally, a strong problem statement re-
lates the problem to the concerns of

TN e

25




senjor-level policymakers and points toward a
goal.

State Team Efforts

The nine problem statements had many
similarities. All states cited a growing disparity
between the literacy levels of certain segments
of their adult population and the skills needed
byadultstoseek and obtaia jobs. Allmentioned
low literacy levels as 2'barrier to advancement
for their-dependent populsations. Many states
focused on lowlevels of state funding of literacy
services and the lack of a coherent system-of
literacy and employment and training services
as barriers.

«;’

Florida's problem statement emphzsized:

...a critical adult population group
which crosses the urban and rural dis-
tinction. This group is composed of
people who lack the functional literacy
A skills (0-8 grade-level achievement)
necessary to participate in Florida's-
economic growth opportunities.

Idaho’s prcblem staten ent stressed two facts:

Statistics indicate that within Idaho's
dislocated wcrker population and
" economically disadvantaged popula-
: tion...more than 50 percent...does not
have a high school diploma and needs
basic skills training. '

Compounding this probi=m is the fact
that Idaho’s investment in public
schooling is at the low end of the scale
nationwide. Its investment in Adult
Basic Education is approximately $8 per
-adult served.

Tennessee’s _problem statement emphasized
cultural barriers: s

One third of Tennessee's adult popula-
tion has been left behind. The old cul-
N tural attitudes thatlittle or no education

is sufficient to carry one through a
lifetime of productivity have clashed
with our need to develop and sustain a
flexible, continually improving
workforce....Fifty. thousand Tennes-
seans lack the basic skills to read, write,
comprehend and survive in business or
industrially bascd training programs.

Massachusetts’s problem statement was fu-
ture oriented:

While many take comfort in our state’s
198¢ unemployment rate of 3.6 per-
cent, there are ominous clouds on the
hotizon. Continued economic growth
and prosperity will depend on a Isbor
force that can keep pace with the ac-
celerated technological challenges of
ournew economy. However, the educa-
tional level of the existing and potential
workforce for-today and for the year
2000 raises grave concern about our
ability to meet this challenge.

The problem statement went on to tar-
get specific populations that "are not
able to participate in and contribute to
the economic life of Massachusetts":

e More than 200,000 newcomers
from other countries;

® Atleast 50,000 young men (ages 16-
25) who are out of school and out
of work in our major cities;

e 80,000 welfare recipients, at least
half of whom lack a high school

diploma;

e Thousandsof dislocated and poten-
tially dislocated workers; and

e Thousands more men and women
working in low-level, low-skill jobs,
whose wages do not lift them out of
poverty.




As these examples illustrate, teams benefitted
from Academy I sessions which focused on
employment as the context for literacy policy.
The states began to use a functional definition
of lireracy and to target populations at different
functional levels on the literacy continuum.

Lessons Learned

A thorough, well-ilocumented problem state.
ment will yield: 1) a rich set of strategies; and
2) a team committed to find solutions. A well-
analyzed and defined statement is worth the
time and effort. If consensus is built around the
prcblem definition, it is easi.r to agree on par-
ticular soluitions. The protiem definition points
to specific policy goals and objectives. Informa-
tion on opportunities and stakeholders sets the
stage for specific strategies.

A poorly defined problem statement is themost
common pitfall at this point ir: the Academy
process. The road to effective problem resolu-
tion is littered with incomplete or incorrect
problem analyses based on insufficient data or
poor logic. There are reasons for this. Good
data are hard to find in the human resources
area. Policymakers are often on a fast track to
solve an imminent crisis. Research is not per-
formed due to time, staff, or financial con-
straints.

One participating state team had difficulty in
documenting its problem. In fact, because the
state experienced a high secondary school
graduation rate, one team member was not
sure there was a problem. While the economy
of the state was stagnant and was expected to
shift, expertise on the future economic direc-
tion of the state was not present on the team.
Neither was there strong representation.from
the private sector. In the problem statement,
the state failed to make a clear and compeliing
connection between an obvious population in
need (20,000 recent immigrants with limited
English proficiency) and planned future
economic growth. The weakness, early in the
process, created difficulties later for the team.

Step Four: Setting Policy Goals and
Objectives

The policy goal(s) is a-broad statement of the
ulimate purpose of the policy. Its accomplish-
ment usually stretches well into the future and
is something for which the administration
strives.

Policy objectives are specific, outcome-
oriented, and lead totheintended results of the
policy goal. They ~n be short term (12
months), medium term (12-24 mionths), or
longe. term. In defining policy objectives, team
members seek to answer the following ques-
tions: What outcomes move the state closer to
the achievement of its gezis? What specific ob-
jectives will address the problem? What is the
relative importance of achieving various objec-
tives? Whose interest will be served by meeting
or not meeting these objectives? Finally, how
realistic are the various objectives: What is the
probability of achieving agreement on the ob-
jectives? Can the:objectives be achieved with
anticipated resources? Are there any givens or
constraiats in achieving the desired objectives?

Optimum Outcomes

A good policy goal is broad, yet specific. It turns
the problem statement inside out by stating a
positive vision of \iie future. Even more impor-
tant, however, is a set of measurable, outcorae-
oriented policy obj_ctives. Outcome-oriented
objectives focus the policy on results not
process. Attending to results enables agencies
and departments whose service delivery
mechanisms vary greatly to work together to
solve the problem. Measurable policy cbjec
tives prepare the state to assess results at the
appropriate dme.

State Tearm Efforts

The policy goals of every state stressed improv-
ing the states’ workforce through literacy en-
hancement. A few states also focused on
improving quality of life for all citizens. Several
states targeted priority groups for se: vices, Vir-
ginia proposed three goals: one on workforce




_readiness, one on access to services; one on in-
creased system accountability.

Across stztes, policy objectives included im-
proving. high school retention rates, raising
literacy levels of certain targeted populz=iions
such as welfare recipients, raising public aware-
ness and private séctor involvement, expanding
literacy services to-underserved populations
‘and geographical areas, building connections
between literacy and employment and training
services, and creating accountability systems.

The goals and objectives of the Michigan and
Missouri teams offer excellent examples.

The state of Michigan's policy document was
heavily oriented toward enhancing jobs and
productivity. The policy goal was broad, yet
focused and specific:

The state of Michigan is committed to
helping its people to master the new
sealities of economic change. Resources
must be focused to offer at least one
million people the opportunity to ac-
quire or improve minimum basic skills
needed to win the jobs of tomorrow.

The policy objectives were spiicific, outcome-
oriented, and measurable:

The State of Michigan'zii, by 1990, im-
prove the workforce literacy skills of
500,000 adults, and at least 1,000,000
adults by the next decade, as measured
on a continuum of skills, to meet cur-
rent and predicted Michigan occupa-
-tional needs.

By 1988. the State of Michigan, working
closely with the private sector, will iden-
tify the number and kinds of jobs that
will bz available in the 1990s and
beyond, identify the minimum skills re-
quired for those jobs along a con-
tinuum, and match those skilis with a
measurement standard that will allow
public and private literacy efforts to

define outcomes, set goals, and
measure progress.

Missouri developed a policy with a dual focus:
prevention and remediation.

Missouri is committed to providing op-
portunities for its citizens to experience
productive lives. This commitment ex-
tends to:

— providing basic skills training and
job training to allow Missourians to
obtain productive employment.
This includes AFDC ‘payess, dis-
placed workers, high school
dropouts, and persons incarcerated
and under the supervision of the
ctiminal justice system, many of
whom lack skills and access to the
workforce.

— pooling federal, state, local, and
private resources to help working
individuals develop their skills to
meet changing demands of the
workplace.

The team's cbjectives were specific and
measurable:

By 1995, Missouri public school will in-
crease the persistence to graduation
rate by 6 percent — from 74 pe«cent to
80 percent.

By 1989, Missouri will ensure basic
education skills training for 250 in-
dividualswhere such trainingis notnow
being provided, in at ieast 25 sites in
-order to maintain and/or upgrade
emplovment. The sites will serve
agribusiness, manufacturing, and ser-
vice industries.

Tessons Learned

A policy that containc outcorme-oricnted,
measurable policy objectives ismuch more like-
ly to be successfully implemented tl:an one
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without. Without policy objectives, team mem-
bers are back at square one with no agreement
on where the policy is headed if a strategy or
program is defeated in the political process.
With a clearly defined policy goal and objec-
tives, they can develop new, politic:.ly accept-
able strategies that lead to the same outcomes.

Several teams produced vague and unclear
policy goals at Academy I. Policy objectives
were confused with strategies or program-
matic/ operational objectives.

The following goal and policy objectives il-
lustrate this difficulty:

Goal:

This state is committed to helping all
citizens to join in strengthening the
state’s economy. In order to do so, we
will focus the resources of business and
industry, volunteer organizations, and
public agencies to provide literacy and
basic skills training for the segments of
its population requiring assistance.

Objectives:

Increase the average rate of student
retention by 1992,

New joint ventures will be created be-
tween business/ industry and service
providers to offer literacy and basic
skills training that will enable under-
skilled workers to adapt to the changing
demands of the workforce.

Offer literacy training to those in-
dividuals seeking to improve their life
skills and citizenship skills.

These goals and ohjectives are not “wrong.”
They contain go. ideas and approaches.
However, they are less useful in clearly stating
the purpose and intended cuicomes of the
policy. How will this particular state know if
under-skilled workers are able to adapt to
changing workforce demands? If joint ventures

are not created, has their policy failed? The
second objective could be rephrased to be
more measurable and outcome-oriented:

500 under-skilled workers, with a skill
equivalency of 8th grade or less, will be
trained to meet employer basic skills
standards, as defined by...

This rephrasing emphasizes a particular target
population and outcome. The objective also
identifies information gaps which the state
must fill to actually implement the policy.

Why did some states experience difficulty with
this step? Several states lacked data in their
scans and problem statements. Their teams
lacked expertise, and they could not or would
not commit staff time to produce the data.
Vague problem statements lead to vague policy
objectives.

Many teams could not resolve their internal
debate over stressing client outcomes versus
service delivery objectives. Some service
providers simply did not feel responsible for
ensuring client outcomes and would not allow
them included in the policy objectives. Others
felt worried about being held accountable for
results they were not confident they could con-
trol. Teams headed by a service provider with
this point of view experienced more difficulty
than teams headed by someone from the
governor's office or a non-service provider. But _
all teams experienced some discomfort target-
ing numbers in their objectives — what were
the political implications for the governor ifthe
objective was not achieved?

Strong participation of JTPA team members was
critical at this point in the process. They had ex-
perience in being held accountable for out-
comes. In their opinion, the advantages
outweighed the disadvantages. If an objective
was not achieved, reasons why could be docu-
mented. Evaluation data often suggested how
the objective should be revised or what
program aspects should be strengthened to
zchieve it. If an objective was achieved, all par-




ties could take credit. Justification existed for
continued resource a'location. The Mas-
sachusetts: team' had strong representation
; ﬁ'om JTPA and economic development. The
. team developed a set of very clear, targeted,
: measurable objectives. When several of their
strategies went awry, the team continued to
L build support statewide for its policy objectives
_— and was able to maintain momentum on the in-
‘ itiative. In general, teams that developed
measurable, outcome-oriented policy objec-
tives were more successful in implementing
their policies than teams that did not.

. ttep Five: Choosing Strategic
: Interventions

Astrategyis a setof specific actions or programs
combined to achieve a defined outcome. A

smtegyisNOTasmglcptog'amoranopera

‘tional plan. For example, a marketing strategy
. is a set of actions which may incliide:-2) focus
= groups with consumers of services; 2) technical
; assistance to providers of services; 3) a media
campaign; 4) targeted public service an-
nouncements; 5) the Govémor’s speeches and
appearances; 6) product or service re-design. A
regional strategy may involve: 1) areview of ex-
isting state policy to determine barriers to
regional innovation; 2) the creation of regional
committees; 3) the development of incentives
to transform existing regional organizations or
to encourage them to undertake new tasks; 4)
funding of regionally developed projects; and
5) regional training and technical assistance.

To generate strategies, team members inven-
tory existing programs and efforts, research
programs tried elsewhere, and brainstorm in-
novative approaches. Once a list is developed,
they combine programs and actions togetherto
form separste strategies to achieve their policy
objectives.

Optimurn Outcome

States do well to develop - =veral strategies
tailored to their particular objectives. If one
strategy fails, they can move to implement a
second. Strategies should involve all' relevant

agencies, departments, and stakeholders, in-
cluding the private sector. This builds alliances
and demonstiates the importance of solving
the problem.

All strategies should pass a plausibility/
feasibility test. Plausibility answers these ques-
tions: If this strategy is pursued, will the objec-
tive be achieved? What is the probability that a-
strategy will accomplish this objective? Has the
strategy worked elsewhere? in other states? on
a pilot busis? What does the research indicate?
What does common sense say? Feasibility
answers the question: Are resources (time,
money, skill) available to implement the
strategy?

The interrelationships of programs within
strategies should be considered. How can
agencies supportone another’s efforts? Do they
conflict? How can conflicts be resolved? What
mix or grouping of strategies is needed to
achieve objectives? What special skills and ex-
periences can different stakeholders bring to
the solution oi the problem? Strategies can be
packaged artfully to improve their chances of
acceptance or implementation.

State Team Efforts

The teams produced a rich set of strategies
which fall into six broad categories. For
detailed information see Chapter Five.

e Marketing: The strategies are broad and/or
targeted to particular populations. Theyare
designed to increase resources and/or
utilization of services.

e Funding/ResourceDevelopment: Strategies
focus on increasing state and/or private
funding for literacy services and building
volunteer corps.

o Improving access to services/services ex-
pansion: Strategies are targeted at both

geographic areas and specific populations.

o Interagency...:!aboration: Strategies seek
to build linkages among literacy and JTPA
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and private sector employment and training
programs as well as with agencies with
populations- needing literacy services and
providers.

e Service improvement/innovation: -Many
strategies  mention  public/private-
developed or sponsored workforce literacy
programs. Others include development of
stronger training and «echnical assistance
services for literacy providers.

Accountability. The strategies buiid integrated
acccuntability systems for literacy and employ-
ment and training services that stress function-
al literacy outcomes. .

The Missouri and Michigan teams developed

-comprehensive and. well-balanced sets of
strategies to support their goals and objectives.
Note that several strategies are proposed, and
they are designed to involve all stakeholders.

The Missouri team focused on better utiliza-
tion of existing resources and incentives to ac-
complish its objectives. The list included:

e Public information campaign targeted at
different audiences inciuding statz agen-
cies, business, and labor.

e Litsiacy foundation developed through
priva:e contributions to fund innovative ac-
tivities to complement/supplement exist-

ing programs.

e Coordinated funding of literacy and
literacy-related programs using existing
resources.- such as JTPA, ABE, Wagner-
Peyser, Carl Perkins, Vocational Education,
and the Library Services and Construction
Act.

o Pilotworkplaceliteracy programs in 25 sites
to up-grade the workforce of existing busi-
nesses. The workplace literacy effort was to
be jointly developed by the Governor’s Ad-
visory Committee on Literacy, the State
Department of Economic Development,
and the Department of Education.

e Exploration of incentives (such as training
subsidies or tax credits) for employers to
upgrade basic skills of current employees
or displaced workers.

Michigan’s final policy, Countdown 2000, in-
itiated a number of new efforts. The state’s
policy goal — building a competitive workforce
~ required comprehensive strategies that
restructured the underpinnings of the literacy
and employment and tvaining systems:

e Strengthening the skill-building system.
This strategy included the following ac-
tions:

— adopting new definitions for "literacy”
and "work readiness";

~ establishing a professionally staffed”
public/private policy board to oversee
the design and implementation of anin-
tegrated, outcome-oriented adult train-
ing, education, and supportive services
system; )

~ simplifying access to all adult training
and éducational services through the
Michigan Opportunity Card.

e Supporting the skill-building system. This
strategy included:

— fostering joint investments that en-
courage individuals, the public sector,
and the private sector *o pac:icipate in
building Michigan’s wo: «force skills by
1) creating incentives, 2) encouraging
partnerships, -and 3) establishing a
statewide clearinghouse for partner-
ships and incentives;

— creating a Human Resources Research
and Deyvelopment Institute as a joint
venture between the state and the
private sector.

e Marketing the skill-building system. This
strategy included:

~ initiating a public information/market-
ing campaign from the highest level of
state government that promotes a new
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workforce training and education sys-
tem that is based on individual choice,
life-long learning, and accountability.

Lessons Learned

Apolicy thatincludes two more more strategics
involving all major stakeholders is more likely
to be successfully implemented over time.
Several state teams genérated weak strazegies.
One team couid not agree on more than one
) stratf*gy The difficulties for this team started at
the problem definition step: one critica! team
member-:ad never agreed a problem existed.
Naturaliy, lie was not going to commit agency
resources to a solution.

Designing a policy with only one strategy leaves
the entire initiative vulnerable to attack and
defeat if the strategy goes down in political
flames or doesnot produce results as expected.

One state built its pelicy on a thc creation of a
governor's task force. The strategy was a good
one. The task force, staffed by the governor's
office was to raise-awareness of the literacy
problem, include the issue of litcracy on the
state’s economic development policy agenda,
improve the data base on literacy; and define
priority groups for literacy servicss.

The appointed -ask force becam¢ a steering
committee for thréé work groups. Bur when
staff in the governor's office had to deai with
several unexpected but precsing probiems, two

of the work groups floundered. Exclusive
reliance on only one strategy left the initiative
vulnerable. After this happened, the tezm had
to struggle to maintain momentum on its initia-

Another team’s action plan did not systemati-
cally involve the programs or efforts of other
agencies and departments. This was caused, in
part, by the team le: der’s inability during the
problem definition stage vo view the problem
from different perspectives and to hear other
stakeholders’ points of view. Thatstate was able
to implement its plan, but it lost an opportunity
formajor change. When literacy appropriations

went before the state legislature, that team
leader did not have strong friends and allies
who had already committed resources to
achieve the stated objectives.

Another team lacked a healthy list of either new
or existing programc and actions to be com-
bined into strategies. The team, cne of the few
without representation from the Governor's of-
fice, also lacked consistent leadership. Team
members would not commit staff resources to
research existing state and local programs or
creatively brainstorm beyond a few good ideas.

Step Six: Predicting Outcomes

This is the most underutilized step in the policy
process. It is frequently passed over due to
time, data constraints, and habit. Skipping this
step, however, can lead to unanticipated nega-
tive impacts.

*Education reform,” as implemented in many
states in the early-mid 1980s, included actions
such a3 increasing mandatory curriculum re-
quirements and increased use of standardized
tests to determine student and teacher perfor-
mance. In general, these actions accomplished
the desired policy objectives. However, in
many places they had an unanticipatecinegative
impact: dropout rates increased. Some educa-
ton experts have argued that education reform
accelerated the "push-out” phenomenon in
high schools.

Optimum OQutcome

States are wise to estimate the impact of policy
implementation — especially successful im-
plementation — on the environment as well as
the problem. "What if* questions are a good
tool. What if student standardized test scores
areused to evaluate teacher performance? How
will this impact the teache, the student who
achieves low scores, or the student who the
teacher thinks will achieve a low score? What if
the state increases mandatory curriculum re-
quirez-cnts? How will this impact vocational
education enrollment or the relationship of
special education to general education cur-




riculum? What if a series of workplace literacy
programs is announced for specific companies?
How will the employees feel about needing a
"literacy program"? Wil! it make them want to
sign up? What if literacy providers are man-
dated to use performance-based contracts?

How will this affect their ability and desire to-

serve individuals with low literacy levels? How
will it impact on their corps of volunteer
trainers? Will any providers close up shop?

A final check of underlying assumptions is also
useful. What are team members assuming will
happen? For example, will mandating local
literacy plans automatically ensure interagency
cocrdination? Will improving a student’s school
attendance lead to improved academic perfor-
mance?

State teams should review their environmental
scan with specific strategies in mind and define
thé underlying assumptions. A thorough review
will enable them to predict at least the major
financial, systemic, programmatic, and human
consequences of their strategic decisions.

State Efforts

The Academy seéeks to accomplish this step
through faculty and peer critique of state team
products throughout the process. This ex-
perience is challenging for team members.
Most resist the process and respond defensive-
Iy to probing questions. Yet, by an Academy’s
end, teams have come to see the value of such
an exercise. Virginia, for example, took
numerous questions on the impact of its dual
public/private literacy structure. Questions
were raised about the potential for duplication
and unhealthy competition. As a consequence,
the Commonwealth established strong com-
munication lines, clear reporting structures,
and specific workplans to minimize difficulties.

The Florida team was challenged or: its ap-
proach of mandating local literacy plans. Was
the :eam assuming that a mandated plan would
guarantee effective services to the populations
most in need? If so, it could be seriously mis-
taken. The team responded by further specify-

ing and strengthening its guidelines for local
plan development.

The Michigan team envisioned a consumer-
drivéen and customer-sensitive skill-building
system. What if adults wanted to invest in their
own futures and plan for lifelong education and
training (a long-term goal of the team)? If they
did, they would need to access a "user-friend-
ly" education and training system accountable
for results. Such as system must be based on
responsibility shared by many stakeholders in
the public and private sectors. The Michigan
Opportunity Card is a concrete result of the
state’s efforts to envision and predict out-
comes.

Lessons Learned

States/team members who are open to critical
reviews from faculty and peers and who test
their own assumptions and estimate impacts
produce more effective policies. One team had
difficulty thinking strategically. It developed an
excellent list of separate programs and action
steps which could be-carried through in a 12-
18 month period. The team was challenged at
Academies I and II to broaden its thinking, en-
vision a future five years away, predict the long-
term cunsequences of action or inaction. The
team’s inability to do so resulted in a short-cir-
cuited initiativé — short-term return but no
major funding increases in the state legislature.
The team had to regroup and lay new
groundwork for alonger term return on invest-
ment.

Step Seven: Plz1ing tor Action

If predicting outcomés is the step least prac-
ticed by states in the policy development
process, selecting recommendations and com-
municating evidence is the most practiced.
Togethier with building an acconntability sys-
tem these steps constitute action planning.

Potential strategies are compared to each other
on funding levels, time till complete impieraen-

tation, impact on urban/rural areas, ability to-

generate positive press, degree of interagency
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-collaboration required, and private sector in-

volvement. How do alternative approaches
compare in costs and benefits? How do they
comparein the level of certainty of assumptions
and predictions? Has the time value of money
been taken into account? How do they compare
in terms of who wins andloses? in demands on
leadership, management and staff resources? in
demands on political capital?

Optimum Outcom. :

An action plan details the programs, resources,
and operational ob;ecum necessary to sup-
pert the chosen. strategies and assigns time-

‘frames and responsibl= parties. Successful

action planning has four main components: 1)
making decisions; 2) gaining support; 3) secur-
ing commitment; and 4) ensuring account-
ability. Successful plans mclude-

e Significant stakeholder involvement G.e.
responsibility for specific _activities or

programs);

® Detiled political communication plans or
marketing strategies for gaining support,
especially fron: major stakeholders who
could not be significantly invalved in the ac-
tion plan, inciuding consumers of services;

e Staffsupport necessaryto carry out the plan
within each agency/department and to
provide long-term continuity; .

® A clearly defined role for senior-level
policymakers, especially the governcr;

® An accountability system: that is, a clear
statement of the expected out-
comes/results of each step in the plan and
the measurement of those results;

e Specific assignment of responsibilities and
time frames;

e Back-up action steps if first choice activities
are not accomplished.

State Efforts

All states left Academy II with an action plan, but

the plans varied greatly in complexity and
specificity. Four states design.d comprehen-
sive, integrated approaches to their problems.
In general, these plans met the criteria outlined
above. Three states planned special interagen-
cy projects or programs including public aware-
ness campaigns; literacy task forces; and
expanded ABE; workforce literacy and/or high
school retention programs. Two states
developed plans for strengthening interagency
understanding of the problem and laying the
groundwork for change.

Virginia, Massachusetts, and Michigan were
among the states that developed compreben-
sive action plans. The Commonwealths of Vir-
ginia and Massachusetts developed unique
structures and approaches to gaining support
and securing commitment from major
stakeholders. Accountability was a major focus
of Michigan's initiative.

Mrs. Jeannie Baliles, First Lady of Virginia,
spearheaded the literacy initiative for the Com-
monwealth of Virginia. She was determined
to gain the support of both the state govern-
ment and the private sector. To gain commit-
ment, the state designed a dual organizational
structure for implementation of their literacy

policy:

e A State Adul: Literacy Committee (SALC,
composed of agency represeiniatives ap-
pointed by the Governor and staffed by a
State Literacy Director; and

e The Virginia Literacy Foundation (VLF)
headed by an executive director and com-
posed of literacy providers, fund-raisers,
prominent citizens, legislators, and
employers.

SALC was responsible for gaining support fc:

the initiative and its implementation from
governrment agencies at state and regional
levels. VLF was responsible for coordinating ef-
forts in both the employer community and
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among private, non-profit literacy providers,
for fund-raising in the private sector/founda-
tion community, and providing grants to

private, non-profit literacy providers.

Together, SALC and VLF planned to design and
implement a marketing plan with separate mes--
sages targeted at employers, pregnant and
parenting teens, and unemployed youtk;, ages
17-25. SALC and VLF planned to jointly develop
and train the regional literacy coordinating
comrittees that would gain community sup-
port and commitment.

VLF committed to raise funds for discretionary
grants to ~rivate, non-profit literacy providers.
Theywanted to support targeted programs that
could move priority populations such as
teenage and welfare mothers, along the literacy
continutm 1o an 8th grade equivalency. VLF

‘and SALC took joint responsibility for increas-

ing technical assistance to public and private
literacy programs serving priority populations.
This included providing resources in cur-
riculum development, research, fhaterials
design, instructional delivery, and evaluation.

‘The Massachusetts team relied on the Com-
monwealth Literacy Campaign to gain support
and secure commitment. The Campaign,
whose director .and deputy caaired the
Academy team, is a highly visible interagency
and inter-sector group appointed Ly the Gover-
nor. Its plan, Workforce 2000, contains eight
major strategies, half of which involve expan-
sion of adult literacy services. The expansion is
targeted to the achievement of specific literacy
outcomes for target populations, such as:

e 5,000 new seats in intensive, community-
based basic literacy (0-4 grade level
equivalency) programs for AFDC
recipients, who need a foundation of basic
skills to qualify for entry-level job training
and employment;

e 7,500 newseats{ ryoungmea, aged 16:24,
who have dropped out of school without
sufficient skills to qualify for employment.

The team directly confronted the issue of cost,
stating that the current average expenditure
per student was SO low that it "has im-.
poverished the adult basic education network,"
and requested a large new appropriaticzi for
literacy.

The Campaign sought support for not just the
appropriation. They worked to gain commit-
ment to their policy goals in several ways. First,
they established a "‘teracy Volunteer Corps.
The Corps not only increased the availability of
some literacy services, but also broadened the
constituency for enhanced literacy services.

Second, they strengthened political coalitions,
which included provider agencies, advocacy
groups, state agencies, and the legislature.
Thirdly, they developed a strategy to involve
buisiness ieaders more directly in building and
supporting the initiative. The Governor active-

ly urged private sector involvement. :

The team identified the major state agencies
responsible for literacy and support services by
targe: group and sought specific suppozt from
them for Workforce 2000. The Department of .
Education agreed to sponsor five regional
meetings on the policy and to initiate three -
taskforces on program effectiveness, staff
development, and funding. A state interagency
group, staffed by the Campaign, committed to
1) coordinate a cross-agency request-for-
proposal process for literacy providers; 2)
provide uniform data collection; 3) set uniform,
standards for program effectiveness and client
outcomes; and 4) conduct comprehensive
regional planning on literacy.

Accounta'bllity was a major focus of the
Michigan action plan. The team committed to:

Create an accountability system that will
apply fiscal, programmatic, and related
standards appropriate to each program
in such a way that progress along the
work-readiness continuum can be
tracked and programs can be enhanced
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or revised, as necessary, to achieve es-
tablished objectives.

Michigan’s action plan connected individual as-
sessment, program evaluation, and policy ac-
countability. First, the state planned to develop
an individual assessment instrument to
measure work-readiness competencies, as
defined by employer requirements.

The state would use this test to conduct a base-
line study of ‘workforce competencies of
Michigan's .existing labor force. The study
would form:the basis of a-performance-based
reporting system for all literacy service
providers. The accountability system would re-
quire all appropriate education and employ-
ment 4nd training agericies to administer pre-
and post-workforce competency tests on a con-
tinuing basis to all their clients, and it would es-

tablish a uniform set of standards to measure

outcomes and ensure an attractive return onin-
vestment.

The team planned to support the system with

training and technical assistance to literacy

providers and to create a Michigan Human
Resource Development Reésearch Institute to
take the lead in research and ‘evaluation of
work-readiness. echancement: programs. The
Governor’s Cabinet Council or-Human Invest-
ment took responsibility. for spearheading the
entire effort, but separate agencies took lead
rﬁonsibﬂ@tf for implementing portions of the
p

A strong accountability system was criticai to
Michigan’s long-range vision of a consumer-
driven skill-building system. If consumers are
to niake educated choices about literacy and
employment -and training services, they must
have information on a provider's track-record.
The State of Michigan was already spending a

great deal of money on its education/ employ-

ment and training system. The accountability
system would ensure that these funds were
spent On results.

Lessons Learned

A fully developed action plan leads to effective
implementation. Some teams did better than
others in planning for action. Barriers to suc-
cess included:

o Lack of leadership on the teara: In one
team with weak commitment fiom the
Governor's office, agencies were reluctant
-to assume leadership. The attitude was
"Why don’t you do it?

e An imbalance in team membership be-
tween politically knowledgeable mem-
bers and technically knowledgeable
‘members: Without information from those
who-understood both literacy and JTPA
programs, one team's proposals lacked
depth and *reality." Another team, lacking a
strong political perspective, did not plan to
market its initiative strongly enough to gain
necessary support from other
stakeholders.

e 7T~am unwillingness to work on the
«etails: Interagency collaboration is hard
work. Detailing a two-year action plan is
more demanding than performing «n en-
vironmental scan. It is more precise than
defining the problem. Designing solutions
that have a good chance of working is less
fun and synergistic than brainstorming
pgood ideas that might work. Team mem-
bers who felt energized and optimistic at
Academy I felt fatigued, even discouraged
at some points in Academy iI.

@ Inability to Listen to different perspec-
tives: Listening well to each other's
perspectives on and objections to
proposed solutions is necessary to reach
the full commitment of all team members.
One team with very divergent views was
strongly encouraged by facilitators to listen
to all members. A stronger, better in-
tegrated action plan was the resulit.
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Step Eight: Taking Action

Conveying intent to the legislature and those
responsible for implementation as well as ac-
tual implementation are important steps in
taking action. The governor's state-of-the:state
message and the legislative session are obvious
activities. Key decision-makers, those who must
fund or implement the strategies, must be con-
vinced. The commitment of stakeholders, state
agencics, interest groups, providers, and con-
sumers must be secured.

Whatinformation will be needed to support the
implementation process? How can information
be organized for greatest impact on the legis!a-
ture, heads of executive agencies, interest
groups, the public? Who will take the lead in im-
plementation? What should program managers
do?

Ountimum Outcomes

(Complete implementation on schedule is the
obvious-sign of a successfully completed step
eight in the policy development cycle. Actions
should be well coordinated and build momen-
tum. As the examples below illustrate, state ap-
proaches to taking action may vary in style and
comprehensiveness.

State Efforts

All states in the Academy implemented some
components of their policies and action plans.
Most states implemented major portions of
their plans. Examples from three states il-
lustrate the variety of apprcachas to taking ac-
tion. :

The State of Michigan chose a highly visible,
formal route. The Governor's Cabinet Council
on Human Investment, which spearheaded the
initiative, produced a major, high-gloss docu-
ment, Countdown 2000. Agency directors from
education, human services, and labor were
closely involved.

The Cabinet Council secured the involvement
of well-known chief executive officers from the

business community. The Governor held a na-
tional press conference unveiling the Plan, the
Michigan Opportunity Card, and the Michigan
Human Investment Fund. As of June 1988, im-
plementation activities were in full swing.

The State of Florida chose a less visible, formal

_route. The state legislature had mandated the

development of a statewide literacy plan to en-
hance adult literacy. The team decided to use
the mandate as the vehicle for developing anin-
teragency adult literacy policy. The policy and
plan were designed primarily by staff from the
governor's office and executive agencies with
heavy involvement by program administrators
in education, and some involvement of legisla-
tive staff. Top-level decision-makers were not
closely involved, but were informed as the
project progressed.

The Florida Adult Literacy Plan was ultimately
approved by the Governor and the State Board
of Education and signed by the Secrctaries of
Health and -Rehabilitative Services, Labor and
Corrections. The Plan created the blucprint for
local, interagency literacy plans, required of
Local Education Authorities by the State
Department of Education. The local literacy
plans, due January 1989, will be jointly
reviewed by the Departments of Education;
HRS, and Labor for compliance with the
guidelines established in the state plan.

The Tennessee plan was largely driven by the
Director of Adult Education who had the con-
fidence of the state commissioner of education
and direct access to the Governor. The plan,
calling for the expansion of the literacy services
system, remained an internal, informal docu-
ment. Although plan development w'as a team
effort, the Director of Adult Fducaiion took
major responsibility for implementation.

Lessons Learned

Effective action is possible even with an incom-
plete action plan. Most states implemented
major portinns of their plans. Their successes
are summarized in Chapter Four and detailed
in Chapter Five. Only one state experienced
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serious difficulty in implementation. This team
encountered barriers at every step in the policy
development cycle. Only three stakeholders
were represented on the team. The environ-
mental scan was lacking in detail and not well
documented. The problem definition was not
specific or clear. The team leader was unable to
gain full team commitment to the accomplish-
ment of the policy objectives. The team agreed
or only one strategy. The action plan did not

-

involve all major stakeholders, partly due to the
lack of team commitment. Finally, members
were unable to commit sufficient, in-state staff
resources to carry out the action plan. The
energy, dedication and abilities of the team
leader could not overcome these probleins.

The last step in the pelicy development cycle,
assessing results, is presented in Chapter four.




Chapter 4: Assessing Results

SUMMARY OF STATE
ACCOMPLISHMENTS

The -omplete results of the CSPA Policy
Academy on Enhancing Literacy for Jobs and
Productivity will not be known for another 12
to 24 months. Although it was impossible, given
the scope and objectives of the Academy
project, to fully monitor and evaluate the
progress of the nine state teams, team leaders
met six months following the completion of
Academy JI to share the results of their policy
and planning efforts. State tosults are sum-
marized below. For more detail, see the state
sections that follow in Chapter Five.

The State of Florida

The Florida Adult Literacy Plan was the final
product of the state’s participation in the
Academy project. Jointly signed by the Gover-
nor; the Commissioner of Education; and the
Departments of Health and Rehabilitative Ser-
vices, Labor, and Corrections, it sets clear policy
objectives for the enhancement of adult literacy
for jobs and productivity.

The Plan mandates the development of local,
interagency literacy plans. These plans must
demonstrate collaboration between Local
Education Agencies (LEAs), the JTPA, and social
services systems at the local level. They must
address the needs of priority target groups.
They must incluue an accountability com-
ponent to track the Hutcomes of literacy ser-
vices. :

Asof June 1988, the State Department of Educa-
tion had established guidelines for local literacy
plan development and evaluation criteria for
state review of local plans. The Department

conducted regional training workshops that re-
quested the participation of local repre-
sentation from the Departments of Health and
Rehabilitative Services and Labor, LEAs, Private
Industry Councils, and literacy volunteers. All
agencies were encouraged to plan jointly at the
‘local level.

The Florida Adult Literacy Plan represented a
success for the team. Despite the differing ap-
proaches of the agencies involved and despite
competing political objectives, the team
produced a plan which met three out of five of
its original objectives. Though a compromise,
the plan contained at least in part the major re-
quirements of team members and the agencies
they represented.

The beginnings of this compromise were
forged at the first Academy meeting. The
process, continuing over an 18-month period,
required the team tc work through differences.
Members could not walk away when a problem
appeared. The team's efforts exemplified
senior-lzvel commitment to collaboration
amorg the Governor and the Commissioner
and the legislature. Team members from the
state departments of education, health and
rchabilitative services, and labor are all in-
volved in monitoring the implementation of the
Florida state plan and in reviewing local literacy
plans. -

As a result of Florida's involvement in the
Academy, literacy as a policy issue has moved
beyond the strict purview of the Department of
Education and has been tied to dependency
reduction and economic development. Most
importantly, local school districts must now
plan for enhancement of literacy services to tar-
get populations. This planning must involve in-




teragency communication and coidaboration.
State government his demonstrated to the
local agencies that teamwork can succeed.

The State of Idaho

TheIdaho team developed a practical plan. Em-
phasis was placed on increasing public aware-
ness of the literacy problem, gaining
senior-level attention within state government,
enhancing workforce literacy, and increasing
interagency and public/private collaboration.

Though the final document lacked outcome
and accountability measures, the team was
proud of its accomplishments. Even without
top-level participation at Academy meetings,
the team had moved the literacy initiative from
a policy backwater into the policy mainstream
by firmly connecting: it to the Governor's
economic development agenda. Leadership for
the literacy initiative was firmly established in
the Department of Employment.

Following Academy II, the team memberon the
Governor's Workforce 2000 Task Force was
named chairman of the Task Force's sub-com-
mittee on workforce literacy. The committee
met monthly and travelled throughout the
state, meeting with employers, educators, and
community.leaders on the subject of workforce
literacy. This activity constituted.a public rela-
tions/awareness campaign across the state.

Academy team members attended the meet-
ings of the Workforce Literacy Committee of
the Workforce 2000 Task Force. They offered
theresults of their research and policy develo).-
ment work as well as the information #nd
materials made available to them through the
CSPA Academy. The Comniittee’s report,
published in November, 1988, accepted several
of the Academy team’s recommendations for
action.

Asapart of the Academy effort, the Department
of Employment is isientifying practical ways in
which employment office line staff who deal
with the public can identify persons who need

Eastc skills training and encourage them to seek
assistance. Typi-al of Idaiic's practical and cost-
conscious approach, the department is ac-
coinplishing this through the use of a VISTA
literacy volunteer at the Boisc locai office of the
Department of Employment. Identified
metuods will be used statewide.

An interagency group, representing vocational
education, general education, employment,
and the Idaho Private Industry Council Associa-
tion met with the Academy team to develop

workplace literacy programs.

Consistent with the wishes of the Governor's
office, the tear.i ;. ade the most of scarce state
resources by carefully choosing priorities for
action and follrwing through in a cost-effective
way: astatewi iteracy teleconference with a
message from «he Governor, local technical as-
sistance, a JTPA-funded literacy survey, use of a
VISTA fiteracy volunteer, and coordination with
the Workforce 2000 Taskforce.

As of june 1988, the Academy team had not ac-
comiplished implementation of all the objec-
tives outlined in its Academy II plan, but it had
.made significant progress. Regional coalitions
had not yet been developed; agency budgets
had not yet been affected. However, public
awareness had clearly risen, the Governor's
commitment through the Task Force was
secure, and the groundwork for newworkplace
literacy programs had been laid.

The Commonwealth of Massachusetts

The Massachusetts team and the Common-
wealth Literacy Campaign (CLC) together
produced the Massachusetts Workforce
Literacy Plan and implementation strategies.
The Plan, greatly influenced by the information
given at Academy I, presented literacy as an
economic development problem in the state. It
targeted the populations most se "~wsly af-
fected and prc posed solutions thatinclued an
ambitious increase in state funding. Implemen-
tation strategies encompassed raising aware-
ness, promoting interagency collaboration, and
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increasing accountability for results within the
literacy system. .

Throughout the Academy project, the chal-
lenge for the Massachusetts team and the CLC,
whose executive and deputy directors headed
the Academy team, was to build support for this
workforce literacy expansicn plan. This neces-
sitated involvement of a number of constituen-
‘cy groups and agencies.

Following the completion of its plan, the CLC
conducted meetings with the Governor's staff,
cabinet officials, the advocacy/provider com-
munity, the state AFL-CIO Educaticn Commit-
tee, and business leaders. Their objectives
were: .

e To introduce the Workforce 2000 unalysis
and build a strong case for coordinated ex-
pansion of state literacy services targeted at
key groups that will comprise the labor
force.

e To build commitment among these groups
to use the analysis, to lobby for expansion,
and to gain a commitment from each agen-
cy/organization to work for thewhole plan,
not just one piece.

The Secretaries of Economic Affairs and Labor,
the Commissioner of Education, the Chancel-
lor ¢f Higher Education, the Massachusetts
Coalition of Adult Literacy (MCAL), and the
AFL-CIO all publicly supported the Workforce
Literacy Plan.

The Plan was featured in many news articles in
the state's major newspapers and in many lo<al
papers. At the Democratic State Convention the
CLC organized and st.ffed a Literacy Breakfast
and Awareness Day. )

The Campaign continued to develop interagen-
cy coordination. It expanded the team to in-
clude representation from the Board of
Regents, the Library Commissioners, znd
*Gateway Cities." The Department of Education
agreed to sponsor five regional meetings on the
Plan and to initiate three taskforces on program

effectiveness, staff development, and funding,.
The CLC and Commonwealth Futures (a policy
group working or youth employment issues)
planned a joint initiative on r.cban: males, ages
16-24.

Agency stakeholders liked the Plan’s organiza-
tion around target groups. The Massachusetts
Office of Refugees and Immigrants began to
coordinate policy/planning around these tar-

get groups.

The Campaign was successful in gaining a lot of
support for its literacy appropriation request.
MCAL offered its support based on the
Workforce Plan. Key legislators (10 of 40
Senators and 55 of 160 Representatives) spon--
sored a Legislative Briefing on Adult Literacy
addressed by the Speaker ofthe House and the
Senate Majority Leader.

As of July 1988, the Campaign had not received
its requésted appropriation. The Campaign's
legislation (requesting a budget of $8 million)
had a favorable report out of the Joint Educa-
tion Committee and out of Ways and Mcans,
but no appropriaticiis were attached. Due to
unexpected sevenue shortfalls and a possible
budget deficit, all expansion rzquests, includ-
ing the $1 million set aside for literacy in the
Governor's budget, were put on hold.

Sometimes the finest policy development ef-
forts do not come to immediate fruition. The
Massachusctts team had to cope with a volatile
political environment, due to presidential cam-
paign politics, and an unexpected budget situa-
tion. In spite of the difficulties encountered, the
team developed a tight policy and plan.
Throughout the Academy project and after-
wards, the Plan remained the Campaign's
guidance system, keeping it on target. It con-
tinues to accomplish elements of the plan
which do not require majc- new appropr’a-
tions. By December 1988, the Campaign, work-
ing with interagency task forces, had developed
a uniform data collection process, a coor-
dinated RF.P. process for literacy providers,
uniform standards for program effectiveness
and client outcomes, and comprehensive, inter-
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agency, regional planning for literacy services.
In six or seven months, when the budget and
the political -environment change, the Cam-
paign:will try again for an appropriations in-
crease witha prcven track recorc and increased
support.

The State of Michigan

Michigan’s  workforce  l\iteracy  plan,
Countdown 2000, developed and refined
throughout the Academy project, is being fully
implemented.

The Coun‘down 2000 report was unveiled by
Governor Blanchard in his January 20, 1988,
State-of-the-State address. It contained eight
major recommendations:

1. Adoption statewide of a new “workforce
literacy” definition to drive all adult training
and education programs;

2. Establishment of a public/private policy
board to oversee the design and implemen-
tation of an integraied, outcome-oriented
system;

3. Simplified access to the education and
training system through "service-accounts”
that individuals can draw upon for training
and education;

4. Development of a standard assessment,
using the new definition, for each par-
ticipant in training and e ducation programs;

5. Joint investment of the public and private
sector in the system through the en-
couragement of unlimited partnerships and
the creation of a wide array of incentives for
such partnerships;

6. Creation of a Filuman Resources Kesearch
and Development Institute, a
public/private joint venture that would per-
form research, evaluate programs, and
develop curriculs and materials;

. Training and technical assistance for adult
training and educational providers, with
emphasis on designing and delivering

prugrams that meet the new workforce
literacy definition;

8. A public information/marketing campaign

from the highest level of governmernt,

. promoting a new workforce training and

education systeia based on individual

choice, lifelong learning, and account-
ability.

Implementation of these eight recommenda-
tions rests on two key components: the
Michigan Opy.ortunity Card and the Michigan
Human Investent Fund.

¢ The Michigan Opportunity Card: A wal-
let-sized, plastic credit card, <he Michigan
Oppertunity Card will be avatlable to all
adults. The cuw'd will provide access to all
job training and educational services. The
team _avisioned the Michigan Opportenity
Card as a driving force to integrate existing
programs; weed out ineffective programs,
and coordinate the developmenzt of future
programs. The card also signals a fun-
damental shift in public atticude by recog-
nizing an individual's rights and
responsibilitics in pursuing lifelong educa-
tion and training consistent with the
re.iities of the modern economy.

@ The Michigan Human Investment Fund:
The Fund is a joint venture between the
private sector and the state deparments
and agencies that areinvolved .o adult train-
ing and educational programs. The mem-
bers of the Fund form a board of directors
to oversee and coordinate management of
the entire human investment system.

Consistent with Countdown 2000's eighth
recommendation, on Aprii 21, 1988, Gover-
nor Blanchard held a news conference in
Washington, D.C., announcing nationally
the Countdown 2000 report and the
Michigan Opportunity Card. The following
day he released the Michigan
Employability Profile, a task force report
re.ommended by the Iacocca/Fraser Com-
mission which defined basic skiils needed
by Michigan's employess. The Profile
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report gave credence to the new workforce
literacy definition and supported the in-
novative direction of Countdown 2000.

Throughout the Academy project, the Michigan
team set ambitious goals. It not only moved
literacy into the policy mainstream, but it set a
course for systemic change through increased
accountability. This course inevitably chal-
lenged traditional methods of connecting.in-
dividuals with literacy training. It also required
the establishment and testing of new data sys-
tems from individual measurement to provider
performance and policy accountability. For-
tunately, the Governor’s Cabinet Council on
Human Investment (GCCHI) has been able to
muster the resources, with the help of the
private sector, to design this- comprehensive
and innovative approach.

Implementation activities are in full swing as of
June 1988. Technical planning and develop-
ment are proceeding. The legislature is being
briefed. A procurement process for the
database has been initiated. The Human Invest-
ment Fund has been established by Executive
Order. Legislation is being designed to fund
portions of the new human investment system.
The assessment instrument, an employability
skills test, is in the design phase. The plan calls
for a phase-in of seven years for the entire
human investment system.

Workforce literacy has become the major
economic development issue in Michigan. The
Academy process helped the Michigan team
create Countdoun 2000 by providing critical
information at th= right time and by offering a
process that ensured coordination and con-
tinuity of effort by all stakeholders.

The State of Missouri

The Missouri team left Academy II with a com-
prehensive Literacy Policy and a well-defined,
two-year action plan. While the accountability
component of its plan was not fully developed,
the team had commiitted to building an ac-
countability prccess. Included in the action
plan were:

e Staffingthe Governor’s Advisory Councilon
Literacy, which included mult-agency,
public and private membership; It was ex-
pected that the policy goals and objectives
outlined by the Academy team would be in-
corporated into the work of the Advisory
Council.

e Establishing a literacy foundation funded
by the private sector;

e Creating a Literacy Volunteer Corps;

e Preparing a plan for Jur more effective use
of all resources currently available for
literacy and basic skills training including.
JTPA, Adult Basic Education, Wagner-
Peyser, Carl Perkins, Vocational-Education,
and Library Services and Construction Act
funds; and ‘

e Establishing model programs in workplace
literacy, dropout preveniion for atrisk
youth, and literacy programs for welfare
recipients. T

As of December 1988, 14 of the approximately
20 action steps outlined by the team at
Academy II were complete or underway.
Recommendations from the Governor's Ad-
visory Council were released in fall 1988.
Literacy Investment for To—~orrow (LIFT)
began funding innovative, literacv projects in
early winter of 1988. The plan fo: more effec-

tive use of existing resources has been com-

pleted and agencies have begun model
projects. '

The Advisory Council on Literacy’s recciumen-
dations, once approved by the Governor, will
serve as the blueprint for statewide actions in
literacy and the implementation of provisions
will be officially tracked. These recommenda-
tions will reflect the hard work of the Academy
team: uncovering the facts about literacy in
Missouri; forging public and private collabora-
tion, and: securing interagency agreement on
roles and responsibilities. The consensus care-
fully forged by the Acaderiiy team became the
foundation of the Council’s recommendations.




The State of North Carolina

“The North Carolina team participated only in
Academy, yet the work begun there helped to
produce a final product, the Report of the
Governor's Commission on Literacy. In its draft
recommendations three major steps were

pmposed

@ Creation of a North Carolina Advisory
Council on Literacy. The Council should
have 22 members appointed by the Gover-
nor representing the Department of Com-
munity Colleges, the North Carolina
Literacy Association, business and industry,
and citizens at large, as well as the president
of the Community College system, the
director of the North Carclina Literacy As-
sociation, the State Superintendent of
‘Education, a state senator, and a state rep-
resentative.

e Creation of a North Carolina Literacy Trust
Fund to ‘encourage private finan-ial con-
tributions to the- literacy effort and to
provide additional resourcés to support
both public and private literacy efforts.

e Creation of an Office of Literacy in th=
Department of Administration to provide
staff support to the Advisory Council and
the Literacy Trust Fund.

The Commission recommended that the Coun-
cil map existing services and resources; identify
program  objectives, service delivery
mechanisms, numbers of persons served, and
the nature of services; identify gaps in services;
and analyze relationships among services to
identify needs for increased coordination.

The Commission suggested six policy goals for
the work of the Council and the Trust Fund:

1. Focus on the need of adult learners with
specific attention to the needs of welfare
recipients, high school dropouts, dislo-
cated workers, the working poor, the un-
employed,. parents of at-risk youth, and

workers with limited literacy skills who are

employed by small businesses;

2. Enhance literacy education in the
workplace;

3.” Foster cooperation and coordination

amongstateagene’  nd the private sector
in order to get max:.num impact from exist-

ing programs;

4. Increase program effectiveness and ac-
countability;

5. Support public education reform to
prevent future adult illiteracy;

6. Facilitate programs in which parents and
children can jointly enhance their literacy
skills.

Based on the work of the Commission, several
Eteracy related budget items, totaling ap-
proximately $5 million and including a new Of-
fice of Literacy, were added to the Governor’s
proposed budget. An Office of Literacy in the
Governor’s Office was established in June 1988.

Funding has been found for 1) a dropout
prevention program for at-risk youth; 2) eight
preschool programs to pilot an intergenera-
tional literzicy program; 3) customized literacy
programs provided by community colleges for
small business; 4) a "Boston Compact" type
program for youth ages 16-24; 5) a basic skills
enhancement program for employees of state
agencies; and 6) a public/private, university-
based technical assistance network and
resource bank for literacy professionals, volun-
teers, and industry needing customized literacy
programs.

North Carolina designed a process, using the
Aczdemy as a starting point, to accomplish us
literacy policy objectives. The state created a
mechanism to fadilitate .public/private col-
laboration. It encouraged participation by the
private sector. It enhanced the Governor's
authority in the development of iiteracy policy.
Finally, it redirected existing resources or
found new resources for literacy programs.
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The State of Tennessee

The final Tennessec Plan had thirteen objec-
sives. They included increasing the high school
retention rate; creating workforce literacy
programs; creating workforce literacy subcom-
mittees in each Private Industry Council; estab-
lishing rural literacy pilot projects; targeting
public housing residents for literacy training;
strengthening the continuum of literacy ser-
vices; and increasing state funding for literacy
by 400 percent.

In Tennessee, the Academy project
strengthened die connection between literacy
and jobs and productivity. The team hoped this
connection would support its request to the
legislature and build alliances with the business
community and other state agencies. The
process also helped the team to identify crea-
tive opportunitiés for interagency collabora-
tion. For example, the Academy I-draft plan
called for the creation of Adult Education and
Training Councils within each DOE district. The
Academy II plan: recommended, .instead, the
creation of literacy subcommittees within each
existing Private Industry Council, which already
functioned as a forum for education/business
collaboration.

Firm numbers of individuals to be served are
stil! absent from the action plan. Although ou -
come levels of literacy proficiency are set for
each target group, the plan does not specify
hon -these outcomes will be measured or how
progiams will be held accountable for out-
comes. '

The team, under the direction of the Executive
Director of Adult Education, has successfully
implemented major portions of the plan. Coun-
ty-based literacy services were expanded to
statewide coverage, a significant achievement.
Workplace literacy programs were begun in 25
major-businesses. Literacy programs were es-
tablished in inner-city public housing projects.
*The Sequoia Award" was created to honor
commurities making significant literacy
progress. Public awareness has grown.

While the Tennessee team did not win its full
funding request from the legislature, literacy
programs have increased. Structural changes in
the delivery and curricula of literacy programs
have occurred as well. Linkages now exist be-
tween agencies and providers, creating a
literacy continuum which guides adults
through basic literacy attainment to functional
literacy skill development, GED preparation,
technical training, or job. placement.

Néwalliances have been forged. The literacy ef-
fort now has a-business support group com-
prise:’ of 207 major businesses including Bell,
Levi-Strauss, and GTE: GTE is sponsoring a
matching program: for every 150 hours of
employee time . _, a literacy volunteer, the com-
pany donates $1,000 to a literacy provider.

The team leader readily ackaowledges that
more needs to be done. Public awareness of the
literacy issue must continue to grow until state

funding for literacy matches the needs of

Tennessee’s citizens. Long-range planning for
literacy enhancementmust occur to siabilize an
adequate funding base. The Executive Director
of Adult Education already has ideas in mind.
He is moving forward.

The State of Utah

The Acadeniy team produced ablueprint foraz-
tion, Utah ACCESS, which set policy direcion
and established a Govesnor’s Task Force with
three subcommittees. The subcommittees
were to establish literacy policy for regular
education programs, special target popula-
tions, and the workplace.

The work of these subcommittees influenced
the development of thre products:

e The No Read-Noc Graduate Cominittee
Report presents 16 recommend.tions
designed to strengthen reading programs
at the local district level.

e Welfare-to-work legislation similar to
California’s GAIN program was proposed.
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The proposed bill cbuples continued
receipt of welfare benefits with literacy
education, jcb training, and job piacement.

¢ The Utah Adult Education Plan tarscis as a
high priority for service adults with limited
English language skills, adults from urban
areas with high rates of unemployinent,
adults from rural areas, and immigrant and
institutionalized adults.

Sometimes well-founded initiatives are over-
taken by events.

This proved to be the case in Utah. A change in
personnel in the Governor's office and the shift
in leadership from the Department of Com-
munity and Economic Development to the
Department of Education complicated im-
plementation of Utah ACCESS. In winter-spring
1988, a rising tax-payers revolt becarae a major
concern of both the legisiature and the Gover-
nor and sounded the death knell of 2 major
" literacy initiative.

As of June 1988, the recommendations of the
No Read-No Graduate Committee Report had
not yet been forwarded to the State Board of
Education for its approval. The draft GAD< e gis-
lation did not make it out of the legislative ser-
vices office. For the near future at least, Utah
ACCESS remains a good plan with some
promising components, awaiting a more
favorable political climate.

The Commonwealth of Virginia

The virginia team developed a comprehensive
and derailed literacy policy and action plan. The
plan created a public and private structure for
the development of literacy- programs and
funding. It established detailed mechanisms for
coordinating this structure and ensuring future
accountability of the literacy system. Im-
plementation plans called for interagency,
public/private regional literacy committees,
the targeting of literacy funding to specific
priority groups, and an extensive public aware-
ness and marketing campaign.

The Virginia team avo:ded major pitfalls
throughout the Academy project. Leadership
from the highesz levels of state government €n-
sured that major state agencies and the
Governor's office worked well together. The
highly visible Literacy Initiative ensured ready
and willing support from both the public and
private sectors. Although under most cir-
cumstances "form follows function," the clearly
defined organizational structure for literacy im-
plementation (the VLF and SALC) facilitated
clear policy development.

By July 1988, all twelve of the regional literacy
coordinating committees were established and
had met at least once. The coordinating com-
mittees szrve as the local focal point for all
literacy activities. Their first task will be the im-
plementation of a regional/local literacy wnfor-
mation and referral system.

a priority ADC (wel-

mothers. Within six to

committees will begin
cy plans.

The system will target
fare) recipients and tee
nine months the regi
to develop regional li

The State Office gfAdult Literacy has met with
all relevant state agencies regarding the
development of a coordinated literacy informa-
tion and referral system, which targets priority
populations such as ADC recipients, teen
mothers, and unemployed youth. The system
will also include information and referral on
necessary support services such as child care
and transportation.

As of September 1, 1988, the Virginia literacy
masketing campaign "hit the streets.” Public ser-
vice announcements (PSAs) were targeted to
both regions and particular client popuiations.

Several literacy programs have been piloted
with special target populatious. JTPA is support-
ing three programs with $100,000 to serve ADC
recipients and unemployed youth, ages 17-24.
These projects will be replicated upon success-
ful completion.
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Most notably, for the 1988-1990 biennium, the
state appropriated $4.25 mill‘on dollars for the
enhancement of literacy services. This contrasts
with a state general fund appropriation for the
previous biennium of $40,000. Asa resuit of the
1988-1990 state budget, the relationship of
state.to federal funds for local providers has
changed dramatically — from almost 0 percent
state/ 100 percent federal to 51 percent state/
49 percent federal. This shift ensures that state
literacy. policy will become the driving force in
the implementation of local literacy programs.
The formula allocation of state funds to local
ABE providers was adjusted to reflec* the num-
bers of ADC recipients and unemployed youth,
-ages 16-24, in the provider service area. This
sharply increased th.e amount of literacy fund-
ing that went to urban areas with large low-in-
come populations. In addition, the state novs
requires local providers to identify and report
on target groups served and outcomes
achieved.

By December 1988, the Virginia Literacy Foun-
dation achieved its goal -of $3 millior. These
funds will provide support to volunteer literacy
programs around the state.

Federal adult education funds will be used to
provide -technical assistance to local literacy
providers in eight, primarily rural, regions
where there is need. Technical assistance will
stress improved management, curriculum
design, and instruction.

Inaddition, VLF and state funds will jointly fund
a training coordinator at the state’s ABE
Resource Center at Virginia Commonwealth
University, who will provide training and tech-
nical assistance to private, volunteer literacy
groups. :

Virginia'’s implementation is on a fast track. The
Governor has 12 months left in his term and
constitutionally cannot be re-elected. The State
Adult Literacy Committee and the Virginia
Literacy Foundation are already planning to in-
stisutionalize this successful initiative. In the
works are program and curricula design chan-
ges, using a new definition of literacy based on

functional competencies. Once thece changes
are in place, the state -l pilot performance-
based contracts with lite. acy providers. The ex-
ecutive director of th~ State Office of Literacy
envisions 2 statewide, performance-based sys-
tem within three years.

THE ROLE OF LITERACY PARTNERS

As partnerships solidified in the state teams,
patterns developed as to theroles each partner
played in the development of the literacy initia-
tive. For a detailed discussion of the roles
played and contributions made, see state-
specific sections which follow in Chapter Five.

The Governor/Governor’s Office

Leadership: In five states the governor, the first
lady, or a board or commission appointed by
the gov..aor provided leadership for the
literacy initiative. In two states, senior policy
2nadysts from the governor’s office staffed the
liceracy effort. In two states, governors or their
offices played only a minor roie. High guber-

‘natorial visibility raised public awareness and

promoted the involvement of all stakeholders,
including emp:oyers.

Authority: In Michigan, Virginia, and Mas-
sachusetts, governors chose to use their
authority as chief executive officer to ensure in-
teragency collaboration and institutional
change. In several states in which the Governor
did not have constitutional authority over the
Department of Education, he established spe- ..
cial commissions involving the education sys-
tem. One-commission established an Office of
Literacy in the governor’s office, thereby in-
creasing his authority over this area. Another
governor with weak constitutional authority
over education used thé planning process itself
to ensure interzgency collaboration. In Ten-
nessee, Utah and Idaho, the governor chose
not to use his authority as chief executive of-
ficer to ensure interagency collaboration. In-
stead he relied heavily on his appointed team
leader to pull agency efforts together.
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Resources: In Michigan and Virginia, the
governors’ designated literacy for employment
as a high priority in the budget process. In both
states, major efforts were launched to secure
resotirces from the private sector as well as the
public. in Massachusetts, the governor creatéd
and funded the Literacy Campaign to désign a
comprehenswe package and develop support
for it in the. legxslamre The temporary budget
crisis in the state prevented him from strongly
backing that package. The: ‘governor in Florida
used the priority of tteracy for employment as
acondition for support of other budgetactions,
specifically funding of local ABE programs.
North Carolina’s and Missouri's governors used
the. budget process ' to reallocate- resources
within existing programs. Three governors en-
couraged use of-existing resources to be tar-
geted towards workforce literacy efforts.

Institutional Change: The governors of
Michigan and Virginia were committed o in-
stitutioial change in-their literacy initiatives.
Such change created new organizational struc-
- tures, altered service deaivcry, and developed
new data and: accountabxlity systems. These
-changes required considerable investment of
timeand energy for both public and private sec-
tor decision-makers and their staffs.

The JTPA/ Employment and Training
System

Context: In all participating states the most
critical contribution to the literacy effort was
the employment context brought by JTPA rep-
resentatives, Many literacy providers had never
connected their services to employment out-
comes. They neither understood the perspec-
tive of employers nor the range of functional
skills needed by .disadvantaged individvals
looking fof work or job advancement.

Without exception, JTPA representatives on
state teams provided this perspective. Based on
their experience with the accountable JTPA sys-
tem -~ one that systematically reviewed training
outcomes and cost per placement — they kne:
and could document the costs of low basic skills

‘Connections: The JTPA

levels to employers, the employment and train.
ing system, and the job seekers themselves.

Leadership: In one state, Idaho, the JTPA rep-
resentative became the team leader. He was
responsible for connecting the issue of literacy
tothe governor's economic development agen-
da and for the eventual development of new
workplace literacy programs in the state. In
several other states, while the JTPA member
was not the team leader, he or she provided the
driving force for the development of workforce
literacy policy objectives and programs.

representative
brought important connections to each state
team - connections with Private Industry
Councils-and with employers. These connec-
tions proved invaluable to the states of Florida,
Massachusetts, Michigan, Missouri, Tennessee,
and Virginia. These states incc-porated sig-
nificant employer/ private sector involvement
in their literacy policies or action plans For ex-
ample, Virginia and Tennessee involved PICs in
aie development and operaticn of regional
literacy councils.

Expertise and Information: JTFA members
provided invaluable information and expertise
to their teams in several areas: 1) the entry-level
competencies needed by employers in the
workforce; 2) the literacy/basic skills needs of
the unemployed, particularly pregnant tec.s,
high school dropouts, and welfare mothers; 3)
accountability systems for literacy service

providers, - including appropriate outcomes,

standards, and performance-based contracting;
ard 4) future demographic and economic
trends in their states. In one state, the JTPA sys-
tem helped to design, with others, a common
accountability system for literacy, basic skills,
and work competency training with common
reporting reguirements, expected outcomes,
and standacds.

Resources: In ecight states, JTPA - ~~ources
funded portions of the literacy ac plans.

Resources were used to support v srkplace
literacy programs; dropout psevention
programs; and basic skilis training for dropouts,
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welfare mothers, and dislocated workers. JTPA
Title IIA 8 percent funds supported interagen-
cy collaboration between education; employ-
ment and training ard social services agcacies.
JTPA Title IIA 6 percent incentive funds sup-
ported piiot programs combining literacy train-
ing with other services. Further, in several
states the JTPA system supported the Depart-
ment of Education’s or the governor's budget
request for enhanced literacy services.

Employers/ Private Sector

Three teams had a representative from the
employer community who made major con-
tribucions to the team effort. The private sector
heavily influenced the achievements of all
reams in the Academy project in three ways.

Perspective: Like the JTPA system, the private
sector offers a practical and outcome-oriented
perspective to literacy initiatives. The employer
community wants to know whatis going to hap-
pen and what is going to change. Are entry level
workers going to have basic skills that meet
employers’ needs? Are welfare recip ‘ents going
to get and keep jobs? Can the existing
workforce be retrained to solve more complex
problems? Empioyers look for cost-effective
solutions. As team members discovered,

employers are willing vo invest money in
literacy training and in working with govern-

ment, if they see a return on that investment
and if accountability is assured. Finally, most
employers-aré not interested in political and
bureaucratic posturing. They are interested in
collabcrative, interagency action. If rhetoric
continues for long without commitmentand ac-
tive follow-through, tke employer community
will often insist on a more effective process.

Leadership: While it is unusual for the private
sector to assume leadcxstﬁp in an area of tradi-
tional government concern, this happened in
two Academy states: Michigan and Missouri. In
Michigan, several chief executive officers of
major companies assumed leadership of
literacy-related task forces. Another major com-
pany offered the governor assistance ‘n the
Academy planning effort. Their higt” isible

participation strengthened the overall literacy
initiative, transforming it into major economic
development policy.

The employer representative on the Missouri
Academy team exercised strong, informal
leadership. As an individual outside govern:
ment, he helped the team move through bar-
riers to effective collaboration. In between
Academy meetings, he provided a strong focus
on task and kept momentum going.

Resources: The privaté sector contributed sig-
nificantresources to every state’s literacy effort.
Outstanding examples are Michigan and Vir-
ginia where the business community visibly
supported: initiatives with major funding
and/or staff resources. But in every state
private sector contribution made a significant
difference. Empioyers contributed through
participation on state and iocal advisory com-
mittees, literacy support groups, and PIC com-
mittees. Businesses worked collaboratively
with state and local providers to design, offer,
and fund workplace literacy programs. Busi-
nesses established in-house literacy programs
for their employees and/or contributed
employee time as volunteers in community

literacy programs.

Adult Rasic Education/Private Literacy
Providers

Every Academy team had representation from
ABE. On most teams private literacy providers
were represented, usually through a coalition.
These members were the backbone of the state
team effort. Their involvement and commit-
ment was essential. Implementation of team
plans became problematic whenever literacy
providers were not convinced. As members,
they contributed in severa! major ways.

Knowledge and Experience: Without the
knowledge and experience of literacy
providers, policy development and planning
could not go forward. On: every team, literacy
providers offered expertise onlevels of literacy,
expected standards of achievement, standard
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practices, and -innovative approaches. They
provided insight into the literacy network, the
state and .private funding systems, and the
motivations and expectations of teachers and
volunteers. They shared information on how
adults learn and the bamers to more effective
learning. Private providers in particular under-
stood how adults feel about their literacy skills
orlack of skills and how they we_.t to be treated
by employers, state workers, and literacy
providers.

Leadership: ABE directo™s exercised- strong
leadership-on two teams: Florida and Ten-
-nessee. In- many states, zdult education _has
been treated as an underfanded backwater of
the educational mainstream. As literacy became
-amajor state and national policy concern, state
adult education divisions were not automatical-
Iy sought out for answers and leadership. In
some teams, ABE directors expressed ahealthy,
initial skepticism. Would this rhetoric result in
inicreased funding and mote support? The
Academy experi_nce clearly demonstrated that
some ABE directors wanted and were ready to
assume leadership of literacy initiatives.

Commitment and Follow-through: In almost
every team, public and private literacy
providers became committed to plan im-
plementation and systemic change. For some,
this was not an easy process. It required re-
thinking literacy definitions, outcomes, stand-
ards, funding mechanisms, accountability
measures, practices, and partnerships.
Providers listened when it was hard, accepted
criticism they did not feel they deserved, of-
fered practical information they felt was ig-
nored, and spoke out for the Jocal perspective.
They pushed through skepticism and tradition-
al ways of thinking to offer innovative ideas.
They collaborated with others and in many
states became implementers of new ap-
proaches.

SUMMARY OF LESSONS LEARNED

The experiences of the nine states involved in
the CSP4 State Policy Academy for Enhancing

Literacy for Jobs and Productivity generated
lessons that can help other states in making
progress in thic policy atea. They are sum-
marized below.

e Awell-constructed policy team is critical to
the success of a policy development effort.
All major stakeholders must be repre-
sented, eveniftheyare seen by some as bar-
riers to progress. Teams with strong
leadership from the governor’s office were
best able to implement the most com-
prehensive policies. The states with private
sector involvement also produced strong
policies and effective implementation.
Teams need a good balance between politi-
cally knowiedgeable and operationally
knowledgeable members.

e State teams performing thorough environ-
mental scans had more clearly defined
problem statements and more cohesive
teams. The process establishes openness
and trust. Differences surface early before
opinions become solidified. Prejudices can
be discarded.

e Awell-analyzed and docamented problem
statement is wrrth the effort. States with
weak problem staternents had difficulties
maintaining momentum throughout the
Academy process and during implementa-
tion.

o Teams that developed measurable, out-
come-oriented policy objectives were more
successful over time in implementing their
policy than teams that did not. If a strategy
or program is defeated in the political
process, teams without policy objectives
are back at the beginning of the process.
Policy objectives guide implementation
beyond short-term gains. They institution-
alize success.

e Teimsthat developed alternative strategies
wrre more successful in policy implemen-
tation than those that did not. Designing a
policy with only one strategy leaves the en-
"ire initiative vulnerable to attack and defezt




if the strategy goes down in political flames
or does not produce results as expected.

State teams which sought critical review
from outsiders (faculty and peers), tested
their own assumptions, and estimated fu-
ture impacts produced more effective
policies.

A fully developed action plan with several
strategies, many operational objectives,
and cémmitment of major stakeholders
leads to effective implementation of a com-
prehensive, integrated initiative. Teams
with less comprehensive plans exhibited
one or more of these characteristics: lack of
team leadership, imbalance in team mem-
bership between politically and technically
knowledgzable members, team unwilling-
ness to work on detail, and inability to lis-
ten to different perspectives.

Effective action is possible even with an in-
complete action plan. State actions fell into
three broad categories: comprehensive, in-
‘tegrated approaches; special interagency
projects or programs; and interagency
groundwork for change. While not all states
produced major changes in systems, almost
all teams achieved program innovation and
expansion. Every team applied new think-
ing, planning, and collaboiation to enhanc-
ing literacy for jobs ar 1 productivity.

Chapter Five describes in detail each state’s ex-
perience in the Academy project, the docu-
ments they produced, and the results they
achieved. The Florida experience illustrates
how separate constitutional authorities — the
Governor, the Commissioner of Education, and
the Legislature — forged a unified literacy
policy. Idaho's efforts demonstrate that much
can be accomplished even with resource con-
straints. The Massachusetts story emphasizes
the importance of ‘having a well-developed
policy and plan to maintain implementation
through unexpected difficulties. In Michigan,
literacy moved from: a strictly education issue
to the top of the state’s policy agenda as an
economic development issue. The Missouri
team process is a textbook “xample of inter-
agency collaboration on policy development
and implementation. North Carolina’s par-
ticipation in the Academy highlights how a
governor's leadership can promote interagen-
cy collaboration even in areas where his con-
stitutional authority is weak. Tennessee's
experience exemplifies the -tradeoffs states
must confront in choosing short-term or long-
term investment strategies in policy develop-
ment and ‘implementation. The Utah team
process illustrates how one team coped with
shifsing priorities in the Governor's Office.
Virginia’s literacy initiative illustrates success
in moving an issue from re-organization to
policy development, implementation, and in-
stitutionalization.
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Chapter 5: State Experiénce

THE STATE OF FLORIDA

The Groundwork

Florida’s experience in the CSPA Academy rep-
resented the blending of the poiicy and politi-
cal objectives of the state’s major policymakers
on the issue of adult litcracy: the Governor (a
Republican), the independently elected Com-
missioner of the Department of Education (a
Democrat), and the Florida Legislature.

That all three policymakers considered the
issue appropriate for their concern and action
was apparent:

e In 1984 the legislature enacted the Adalt
Literacy Act, which states that Florida's goal
was to reduce illiteracy ir the state to 2 per-
cent of the state’s adult population by 1995.

e Governor Bob Martinez included $150,000
in his 1987-89 budget to form a Governor’s
Task Force on Adult Literacy. The charge to
be given to the Task Force was to develop
a statewide plan to address reduction of
adult illiteracy in Florida.

e Further, the Department of Health and
Rehabilitative Services was initiating a new
welfare reform program that would refer
AFDC clients to literacy programs in local
educational settings.

e In the 1987 session the legislature was
debating a key literacy bill, the Florida
Model Literacy Program Act, which re-

quired the Commissioner of Educaticr to
develop a statewide plan to fully implewnent
the goal of the 1984 statute.

Clearly, state leadership had moved beyond
the awareness level in the policy development
cycle. The state’s application presented the
problem: )

e Florida has an adult population (those 16
years and older) of over 9 million people.
Approximately 2.7 million or 30 percent of
these adults have completed 8 or fewer
years of formal education. Additionally, the
number of Florida’s adults who have less
than a high school education increased by
15 percent between 1970 and 1980. This in-
crease exceeded the national trend.

e Floridais the fastest growing state in the na-
tion.

e Florida has a large and diverse population
of foreign-born immigrants. Many are il-
literate in their native language as well asin
English. In 1980, only slightly more than
half of Florida's Hispanic population had
completed high school. .

e Given the existing trends in school dropout
rates and foreign-born immigration of un-
dereducated persons, a 30 percent increase
in Florida's adult illiteracy rate is an-
ticipated by the year 2000.

. .




adult illiteracy is growing as rapidly as
Florida's population.

The state knewit had a problem. The trends im-
posed significant barriers to the achievement of
the goal set by the legislature i.: 1984. Florida's
application identified five objectives for over-
coming these barriers:

1. Strengthen linkages among state agencies;

2. Identify strategies to help adults achieve
literacy;

3. Identify and adapt strategies to meet
Florida's unique problems;

4. Develop a plan that will bond public agen-
cies and private business/industry in their
cfforts to solve the state's illiteracy
problem;

5. Create a coalition of leaders from the cul-
turally diverse communities who will work
towards eliminating illiteracy.

Asthe Florida team began the Academy project,
they wondered how to integrate the policy and
political objectives of the Governor, the Com-
missioner, and the Legislature. Who would lead
the team?

Academy I: Struggles and Success

Bythe time the Florida team arrived atAcadc.ny
I, co-chairs had been selected: the Senior
Governmental Analyst in the Governor's Office
of Planning and Budget and the State Director
of Adult Education of the Fiorida Department
of Education. Significantly, the Legislative
Analyst who was schedaled to attend the
Academy did not come because the legislature
was still in scesion.

During Academy I, debate within the team
focused on several issues:
'...
® The definition of literacy and appropriate
outcomes of literacy services.

Should literacy be defined by grade
achievement level, grade performance
level, or functional competency level? Some
team m.mbers argued that grade achieve-
ment was commonly used and commonly
understood. Others argued that functional
compe:ency levels were more relevant to
the outcomes of employment and self-suf-
ficiency. After all, they reasoned, literacy
services are provided not for the sake of
education but in order to reduce depend-
ency. Others felt that an educational out-
come, a high school diploma or a graduate
equivalency degree, or even the next read-
ing level, was a legitimate outcome by itself.

The target population to receive literacy
services.

Should literacy services be provided to all
on a first-come first-serve basis, similar to
the current operation of the adult educa-
tion system? Should literacy services be tar-
geted to special populations with the goal
of reducing dependency — populations
such as public assistance recipients, un-
employed adults, the incarcerated? The
team members from the Departments of
Labor (DOL) and Health and Rehabillitative
Services (DHRS) argued in favor of targeted
services: the state should spend its scarce
resources where it would bring the greatest
return on investment. Besides, DHRS was
ready to implement Project Independence
(a Welfare Reform Project) which referred
AFDC clients to literacy programs in local

-educational settings. On the other hand,

the DOE team member reasoned that adult
education services should be available to all
who needed them and wanted them; how
could a local adult education provider set
and enforce priorities?

Tr= ownership of the problem: state agen-
cies, local education agencies, the private
sector.

While all team members agreed that literacy
was a critical issue in Florida, they disagreed
as to who should take prime responsibility
for addressing the problems and im-
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plementing the solutions. The DOE team
member felt that it was his agency's respon-
sibility. The agency wished to proceed with
its own solutions at its owm pace. DHRS had
a strong stake in targeting and moving
quickly ~ they were in the implementation
phase of Project Independence. The DOL
member felt unclear about his agency's
role; when strategies related to employ-
ment outcomes, his iivolvement and com-
mitment increased. The co-chair from the
Governor's Office wanted joint ownership
but felt constrained by political differences
between the Governor and the Commis-
sioner.

e Accountability in the provision of literacy
services.

Some team members felt strongly that ac-
countabil .y should be improved in the
education system and that a literacy initia-
tive that was geared towards employment
outcomes would provide a good oppor-
tunity. Others argued that it was difficult to
build an accurate and reliable way of hold-
ing education providers accountzble for
student outcomes.

As tl:e team struggled to resolve differences of
opinion and agree on a jointly developed policy
document, the icgislature was taking zcdon: it
passed the Florida Model Literacy Program Act
of 1987 and did not fund the Governor’s Task
Force on Adult Literacy. The team had word of
the legislative ~ction on day three of the
Academy. However, the legislative action did
not resolve the debate for the team; it pushed
ahead to develop a solid policy proposal to
present to the Governor and the Commis-
sioners of DHRS, DOE, and DOL.

The policy document established four target
groups as highest priority for Literacy services:
public assistance recipients, the unemployed,
the incarcerated, and individuals at less than
4th grade achiavement level. Two policy objec-
tives were restated from the Florida literacy
statute passed in 1984; three objectives related
to the target populations. They were outcome

oriented in that they proposed =.Jving in-
dividuals along a literacy continuum from one
competency to another, but they did r- . set
numbers or specify the competency levels. An
excellent list of possible strategies to achieve
the objectives ended tlie document. The
strategies ranged from very broad to very
specific:

e Develop and implement a program which
places accountability on the part of the
provider of services and rewards those who
actually deliver the services;

e Establish a system of support services, such
as counseling, day care, and transportation
for public assistance recipients during the
transition to unsubsidized employment;

e Obtain vaseline data which include -the
number and percentages of adults 16 years
and older with educational skills levels 0-4
and 5-8 respectively, on a district by district
basis to include a subset of AFDC recipients
and those incarcerated.

The team members at Academy I r2flected the
history of distrust and frustration between their
agencies. They struggled to understand each
agency's organizational imperatives, incentive
systems, ancl modes of operation. They forged
a compromise document which appeared to
meet all agency needs and live within tiie con-
straints of legislative mandates. The private sec-
tor representative on the team was
instrumental in moving the team througi con-
flicts and in producing a joint document.

Wouid this document be acceptable to senior
policymakers back home? How would the ccm-
promise be afiected by the 1987 egislative ac-
tion? Would the balance of power on the team
be affected? Would the co-chair arrangement
be effective in accomplishing team business in
the intcrim?
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Interiza Developments: Pitfalls and
Progr _ss

As work in Florida proceeded on the initiative,
several questions had to be resolved:

e How would the team be convened and
work proceed givea that the team had co-
chairs? This question was complicated by
difficult relations between the Govemnor
and the Commissioner.

¢ How would the work of the team be
meshed with the 1987 Florida Model
Literacy Program Act, which mandated that
the state Department of Education develop
a comprehensive literacy plan?

The Florida team encountered the following
pitfalls:

» The team was unable to move forward im-
mediately upon return from the Academy.
The first full team meeting was not held
until two months later. The co-chairs had
difficulty reaching each other by phone. It
was clear the Governor and the Commis-
sioner did not want the other to proceed
alonc; it was not clear how they wanted to
work together.

o In the absence of a team mecting, £~ DOE
decided to contract with the state university
system. to assist it in writing the Com-
prehensive Literacy Plan.

e The DOL team member turned his atten-
\ Jn to operational concerns of his agency
and waited for the co-chairs to take leader-
ship. During the interim, he was able to at-
tend only a fev; team meetings.

e TheDHRS team member focused his atten-
tion on implementation of Project Inde-
pendence.

By the end of July the co-chairs had communi-
catd, and the team began to make progress:

e The top policymakers in all agencies
reviewed the policy document produced at

Academy 1. In general, it received positive
response.

The team requested CSPA staff to facilitate
all team meetings during the interim. They
felt this facilitation would help them deal
with the difficulties of having co-chairs.

In early August at an expanded team meet-
ing (which included the contractors to write
the Comprehensive Literacy Plan), the team
decided to blend the work of the Academy
team with DOE's development of the com-
prehensive plan.

Team membership expanded to include a
representative from Corrections.

In combining the work of the team with the
development f the Comprehensive Plan,
two critical changes were made in the
team's original document:

— The target groups were expanded to in-
clude a category "cther.” This group in-
cluded: 1) those employed, functioning
at a grade level equivalent of 4th-8th
grade, who cannot progress in jobs be-
cause of their lack of basic skills; Z)
paresits of children "at risk” cf not suc-
ceeding educationally; and 3) theavoea-
tional learner, passibly the elderly.

— The arena of primary responsibility
shifted from stote agencies to local
educational agencies. The plan called
for Local Education Authorities (LEAs),
which operate adult education
programs, to submit local literacy plans
for appro 1l to the state. Within certain
state guideiines, LEAs would choose the
target 2roups they were to serve in
priority oraer.

Because of a legislatively mandated due
date of late fall for the plan and 1.ae require-
ment for public comment, th¢ team and
DOE moved on a fast track. Unfurtunately,
this fast track did not allow time for addi-
tional data collection to document func-
tional literacy levels of key target groups to




enable specific, cutcome-orieated policy
objectives.

The :2am was favorzbly positioned for
Academy 11. A draft plan would he completed
and out for public hearing immediately prior to
the second Academy meeting. The final plan
would go to the State Board of Education (the
Governor and the Commissioner both sit on
the Board) for approval in January.

Academy II: Results and Rewards

‘When the team reassembled at Academy I two
members were missing: the representatives
from DOL and the Florida Literacy Coalition.
The Legislative Analyst was able to attend j:art
of the Academy. Several team members were
called away from the Academy at various times.

Most of the team's time at the Academy was
spent refining and editiny; the final draft of the
Florida Adult Literacy Plan. The team was =x-
hausted from several months of hard w-rk
developing the document.

The plan brought to Academy II was reviewed
by faculty and other states. Several reviewers
fcls the policy objectives drawn from the
Fiorida Saatute were very broad. Although they
specified two different literacy levels, they did
not identify target groups withiin each level nor
did they specify particular outcomes on the
literacy continuum.

e By 1995, Florida will reduce the percentage
of the adult population lacking basic
literacy skills, defined as below 4th grade
level (0 through 3.9) from the current level
of 3.5 percent tc 2 percent.

e By 1995, Florida will reduce the percentage
of the adult population lacking functional
literacy skills, defined as below 9th grade
level (4.0 through 8.9) from the current
level of 18 percent to 10 percent.

While setting certain guidelines for the LEAs in
the development of their local literacy plans,

the plan did not include any accountability
measures to judge or insure compliance.

The plan did not offer specific strategies for
how state and local agencies co: 'd work with
employers in the development of literacy

programs.

Finally, the leadership role of state agencies was
weakin the plan. While straicgies for .. teagen-
cies were identified, responsible age. <ies were
often notidentified and no dates weze assigned
for completion of particular strategies.

Throughout Academy II, the team worked on
the plan, addressing this critique. Changes in-
cluded the addition of the following sections:

e A section to the prdblcm statement in the
plan which described "special populations:”

..these dependent populations should
be of critical concern in efforts to ad-
dress the literacy needs with the 0-4, 5-
8 priority funding groups identified in
law.

TlLe section described in detail the ration-
ale for serving governmemnt-assisted clients,
adult offenders incarcerated in state penal
institutions, and the unemployed.

® A section to "Introduction to the Strategies
for Achieving Aduit Litevacy- listed in-
dicators cf compliance for six of the seven
mandatory components of the local literacy
plans.

While the state plan did not say wkat would
happen to a LEA if its plan did not contain these
indicators of compliance, their inclusion in the
plan greatly strengthened its specificity and en-
hanced the potential for accountcbility. For ex-
ample:

e Component 2: Interagency and intra-agen-
cy cooperation and coordi::ation through
meaning <! tocal working agreements.
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Compliance Indicators: For those
segments of the illiterate population
composed of recipients of government
assistance, incarcerated persons, and
unemployed persons, the signing of
specific agreements may be required.
The agreements may delineate testing,
referral’ procedures, communication
procedures, the number of clients to
receive specific services, the number of
hours of services to be provided, the
degree to which resources will be
shared, the nature and value of these
resources, and results in terms of
average participants progress for such
coordination...."

e Component 5: Program evaluation criteria
and procedures.

Compliance Indicators: ...Evaluation
will take place in two domains: a)
delivery and compliance, and b) impact
and consequences..future data re-
quirements will include:

— The average grade level progress
and other significant indicator of
progress of each student in a spe-
cial or general adult population
group by grades 0-4 and 5-8...;

— Entry-level competency of each stu-
dentor aspecial orgeneral-popula-
tion groups by grades 0-4 and

seey

- Numbers'and kinds of learers
entering further educational op-
portunities, such as vocational
programs;

— Numbers and kinds of learners

completing subsequent education-
al opportunities...;

~ Numbers and kinds of learners get-
ting, keeping and/or attaining ad-
vancement in jobz: and

—~ Numbers and kinds of learners
who become economically and so-

cially self-sufficiert and self-reliant
(as indicated by such criteria as...)

The plan further suggested that a cost per con-
tact hour should be established which "can as-
sist in making management decisions regarding
future funding requirements and the cost-ef-
ficiency of current ex; anditures."

The Florida Adult Literacy Plan represented a
success for the Florida Team. Despite the dif-
fering approaches of the agencies involved and
despite competing political objectives, the
team produced a plan which met three out of
five of its original objectives. Though a com-
promise, the plan contained at least in part, the
major requirements of team members and the
agencies they represented.

On January 26, 1988, the Florida State Board of
Education approved the Florida Adult Literacy
Plan. Both the Governor and the Commissioner
of Education, along with -the"Secretaries of
DHRS, DOL and Corrections, signed the cover
letter on the Plan, which went out to the Local
Education Agencies requiring them to develop
local literacy plans in order to receive literacy
funding from the state.

Implementation: Woes and Winuers

AsofJune 1988, the State Department of Bduca-
tion had e. tablished guidelines for local literacy
plan development and evaluation criteria for
state review of local plans. The Department
conducted regional training workshops, invit-
ing participation of local representatives from
the Departments of Health and Rehabiiitative
Services and Labor, LEAs, Private Industry
Councils, and literacy volunteers. All agencies
were encouraged to pian jointly at the local
level.

Final Results

The final results of the Florida initiative will not
be known for another 12-24 months. Progress
has been made: senior-level collaboration
among the Governor and the Commissioner
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and the legislature has occurred; the state
departments of Education, HRS, and Labor are
all involved in monitoring the implementation

.of the-Florida state plan and in reviewing local

literacy plans. Literacy as a policy issue has
moved beyond the strict purview of the Depart-
ment of Education and has been tied to de-
pendency reduction and ~ economic

development. Most importantly, local school
districts must now plan for enhancement of
literacy services to target populations. This
planning must involve interagency communica-
ion and collaboration. State gov  vnent has
demoustrated to loca' agenciest  eamwork
can succeed.

THE STATE OF IDAHO

The Groundwork

Throughout the Academy project the Idaho
team struggled to answer two key questions:

e Whatis an appropriate commitment of time
and money at the state level to address the
literacy needs of Idahoans — espedially
since the level of public awareness of the
problem is low and Idaho statistics indicate
a problem which is not severe compared to
many states?

e Whatis the appropriate involvement of the
Governor on thisissue — especialiysincehe
is starting his first term and the state is
economically depressed? How should he
frame the issue to mesh with his crerall
priority of economic development for
Idaho?

Governor Andrus, in his cover letter to Idaho’s
application stated:

As Governor of the State of Idaho, 1 2m
dedicated o a revitalization of Idaho’s
economy. An integral part of economic
growth is a well-educated workforce to
meet the demands of an everchanging
and extremely competitive
marketplace.

The state Department of Education estimated
that approximately 200,000 Idahoans are in
need of adult basic education. In addition, ap-
proximately 6-8 percent of the total population

- is Hispanic, mostly agricultural workers with an

8th grade education or less.

As Academy I approached, the Governor’s Of-
fice was undecided on the level of state com-
mitment. Funding for out-ofstate travel was
scarce. The Governor was just establishing his
policy office, and staff were spread thin. Short-
ly before Academy I, the Governor’s Gffice
decided not to send staff to the meeting. The
team of three'would bz headed by the State
Coordinator of Adult Basic Education.

Academy I: Struggles and Success

The Idaho team worked hard to define the
problem:

...Approximately 36,000 adults are
functioning below the fourth grade
level. Another 120,000 adults function
below the twelfth grade level. Potential-
ly 40 percent of the adult population
may have difficulties in one or more of
the basic skills. Statistics indicate that
within Idaho’s dislocated worker
population and economically disad-
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vantaged population (estimated to be
12 percent of the entire aduic popula-
tion) more than 50 percent of this group
does not have a high school diploma
and is in need of basic skills training.

Compounding this problem is the facx
that Idaho’s investment in public
schooling is at the low end of the scale
nationwide. Its investment in Adult
Basic Educationis approximately $8 per
adult served. In addition, its geographi-
cal barriers and rura! nature impose sig-
nificant service delivery problems.

The team set a clear pblicy goal:

Idaho is committed to helping its
citizens lead productive and inde-
pendent lives. The combined state and
local resources of Idaho must. be ap-
plied to re-train approximately 25 per-
cento/ thelabor force or approximately
100,000 people to move to higher levels
of basic skills required by a changingjob
market.

Finally, the team agreed on two policy objec-
tives. One targeted current workers through an
increase in workplace literacy programs —
25,000 workers served by 1993 aad 60,000 by
1998. The second called for enrollment in-
creases of general adult learners in existing
literacy/basic skills programs by 10 percent an-
nually for10 years.

To accomplish their objectives, the team listed
strategies that included a public awareness
campaign for business and industry employers
and employees; development of coalitions or
literacy service providers and representatives
ofbusiness and industry; a Governor's Advisory
Committee on Literacy; and expanded resour-
ces for basic literacy services in ABE, JTPA, and

GED programs.

The Idaho plan had weaknesses. The numbers
were soft; the target populations were not
clearly defined; the plan did not specify out-

comes on a functional literacy continuum.
However, by clearly connecting literacy to
economic development — the Govemnor's.
priority — the document established overal
policy direction for a literacy initiative.

Interim Developments: Pitfalls and
Progress

The Idaho team made rapid progress upon
return from Academy I:

e The team briefed the Governor’s staff on
whatwzs learned atthe Academny. The team
continued to meet monthly to develop a
general strategy Yor e literacy effort.

o The Governor’'s Office and the team
decided that raising publicawareness of the
problem was a p, ‘ority strategy.

To accumplish this strategy, the Governor's Of-
fice and the team initiated several actions:

o Academy team members and others in the
Governor's Academy work group made
presentations to a wide variety of groups,
always stressing literacy as an economic
development issue.

&

The Department of Employment coor-
dinated Idaho’s involvement in the IBM na-
tion~1teleconference on literacy held in late
June: The American Seminar II: Literacy,
Your Community, and its Workforce. The
teleconference, the largest video con-
ference ever held in the state, was con-
ducted at four sites involving several
hundred individuals. As part of the telecon-
ference broadcast, Governor Andrus zp-
peared on videotape discussing the
probiem of adult literacy and its impact on
economic development and growth in the
state.

e The Governor’s Office planned to form a
Literacy Coalition to influence public
awareness and to conduct an assessmuent of
agency services as part of the anticipated
coordination of adult literacy services.

(it
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e The state planned to request technical as-
sistance from CSPA once the Literacy Coali-
tion was established. The state hoped to
spearhead this effort with a presentation by
a chief executive officer from the private
sector who would urge business com-
munity involvement in solving the problem.

The state also encountered some pitfalls in the
intetim. The Governor had to choose his
priorities carefully. Literacy, as a priority, had
to compete with the depressed situation of the
Idaho economy. Also, it was not clear to the
team who was taking the lead on the literacy ef-
fort: the Governor or the Department of
Education. Until this decision was made by the
Governor's Office, concerted state action was
slow.

By mid-fall a decision was made to incorporate
the literacy initiative into an economic develop-
ment framework:

e Governor Andrus appointed a nine-person
blue ribbon Idaho Workforce 2006 Task
Force. The group was charged by the
Governor to consider the workforce
literacy issue and to provide recommenda-
tions on how to coordinate and expand
literacy efforts.

e Via aJTPA grant to the University of Idaho,
a comprehensive, statewide survey of adult
education, schools, anc¢ human resource
program: providers was conducted assess-
ing literacy needs and services.

e The Governor’s economic developmentac-
tion plan, released in November, contained
the following recommendation:

3:rengthen adult education so that 95 per-
centof Idaho’s residents will be literate and
readily employable within five to ten years.

The team was, well positioned for Academy iI:
The issue was clearly framed; public awareness
and commitment had risen; the Governor's Of-
fice had detennined its level of commitment;
the Workforce 20006 Task Force had received
the Governor's charge.

However, no member of the original Academy
team had been appointed to the Task Force.
While the Task Force was being staffed by the
Department of Employment, it was not clear
how the Department of Education would relate
to that effort. The results of the survey had not
been analyzed and were not available to the
team. While a Wnirkforce 2000 Task Force mem-
ber was asked to attend Academy II, the
Governor's ‘Mfice and other senior-level
decision makers did not attend.

How (=uld the team capitalize on the positive
developments of the interim period and con-
nect directly with the Governor's economic
development initiative? Who would lead the
team?

Academy II: Results and Rewards

After some initial indecision, the team selected
the representative from the Idaho Department
of Employment as team leader. The team
strengthened the economic development
framework of its policy document. The j.1un’s
two policy cbjectives remained the same. The
first ec.ablished numbers to be served through
workplace literacy progra.ns: 25,000 workers
by 1993 and 60,000 by 1998.

The second objective set percentage increase
targets for enrollment in Adult Basic Education,
volunteer programs, postsecondary remedial
programs, and literacy-related job training

programs.

Target groups were now specified: at risk
youth ages 15-21; dislocated workers withouta
high school Aiploma or GED or a functional
literacy level below a high school
diploma/GED; clients of social service agencies
who iave a functional literacy level below high
school diploma/GED, such as AFDC recipients,
clients of the Salvation Army, and the Idaho
Migrant Council; and empioyed workers lack-
ing basic skills to adapt to changing tech-
nologies in the workplace. The team did not
feel comfortable setting priorities among these

target groups.
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The team developed several operational objec.
tives and activities:

e By December 1988, five workplace literacy
r-ograms will be installed in business loca-
tions. Specific indusizies that would be tar-
geted .included food processing, small
wood products manufacturing, and retail
sales.. Responsible agency: State Board of
Education.

® By October 1988, design and implement a
basic skills awareness campaign for busi-
ness and industry employers. Responsible
agency: Academy team.

e By July 1989, 90 percent of all persons who
have positive terminations from dislocated
worker programs will have a GED or
equivalent basic skills level. Responsible
agencies: Departments of Employment and
Education.

e Continue the Academy team’s availability 2s
an advocate for and provider of technical as-
sistance to local literacy coalition efforts.
Three identifiable provider coalitions will
be in place by january 1989. Responsible
agency:- Academy team.

The plan included several objectives on train-
ing providers of literacy services and com-
munity-based social services as well as state
agency staff from the Departments of Employ-
me~..,, Health and Welfare, and Vocational
Education.

Finalty, the plan outlined specific activities that
would connect the work of the Academy team
to the Governor’s Workforce 2000 Taskforce.
The activities included:

e DBriefthe Taskforce on the work of the tea: 3
and the results of the adult literacy survey;

o Recommend the Taskforce study and
review funding policies of agencies which
mandate or encourage literacy services;
new program designs with a literacy com-

ponent; coordination of literacy services;
and the literacy needs of at-risk youth.

¢ Kecommend policies and programs on the
literacy needs of at-risk youth to be incor-
porated in the Taskforce’s plan, due
November 1988.

Though the I¢aho final document lacked out-
come and accountability measures, the team
was proud of its accomplishments. While the
team had been hampered by lack of top-level
participation at Academy meetings, it had good
reason to claim success:

¢ Theteam moved the literacy initiative from
a policy backwater into the policy
mainstream by firmly connecting it to the
Governor's e onomic development agen-
da.

o The Governor's Office and the team made
the most of scarce state resources by care-
fully choosing priorities for action and fol-
lowing through in a cost-effective way:
teleconference; lccal technical assistance;
JTPA-funded literacy survey; ~“orkforce
2000 Taskforce.

® Leéadership for the literacy initiative was
firmly established in the Department of
Employment. i

The state of Idaho had sucressfully answered
the unresolved questions ut the beginning of
the Academy project. Butwould the connection

literacy and jobs, employment and
economic development hold up under the
pressures of implementation?

Implementation: Woes and Winners

The Academy team’s strategy for plan im-
plementation succeeded. Followusg Academy
I1, the Workforce 2000 ‘rask Force member on
the team was named chairman of the Task
Force’s Committee on workforce literacy. The
committee met monthly and travelled
throughout the state, meeting with employers,
educators and community leaders on the sub-




ject of workforce literacy. This activi*y has con-
stituted a publicrelations/ awareness campaign
across th= state.

The Academy team members attended the
meetings of the Workforce Literacy Committee.
They offered the results of their research and
policy development work as well as the infor-
mation and materials made available to them
throuy s the CSPA Academy. The committee’s
report, finalized in November 1988, accepted
several of the Academy team’s recommenda-
tions for action. .

An interagency group, representing the
Academy team, Vocational Educatic ., Employ-
ment, Education and the Idaho Private Industry
Conncil (PIC) Association, recently met to
develop strategies for instaag workplace
literacy programs. A collaborative effortis being
designed, and the search is on for funding to
implement the prograrn.

The Department of Employment is ideatifying
Ppractical ways in which employment office line
swaff who deal with the public can identify
money clients in need of basic skills training and
encourage them to seek assistance. Typical of
Idaho’s practical and cost-conscious approach,
the department is accomplishing this through
the use of a VISTA literacy volunteer at the
Boise local office of the Depar + of Employ-

ment. Identiied methods will be wused
statewide.
Final Resuits

Although the Academy team had not ac-
complshed implementation of all the objec-
tives outlined in its Academy II plan as of June
1988, it had made significant progress. Regional
coalitions had not yet been developed; agency
budgets had not yet been affected. However,
public awareness had clearly risen, the
Governor's commitment through the Task
Force was secure, and the groundwork for new
workplace literacy programs had been lzid.

Team member, Jim Adams, from the Idaho
Department of Employment, summarizes the
situation:

The CSPA Academy team has meshed
nicely with the-broader efforts of the
Work Force 2000 Task Force, as well as
contributed to other efforts. The tie be-
tween workplace literacy and the state’s
capacity for economic development has
been one of the foundations for the
Task Force Committee. Because of the
Academy, tlie state’s effort to enhance
adult literacy is definitely on the front
bumer.

-

THE COMMONWEALTH OF MASSACHUSETTS

‘The Groundwork

Massachusetts was well positioned to benefit
from the Academy project. Its experience in the
Academy illustrates hov. a well-designed policy
can survive and achieve outcomes in the face of
unexpected crisis. Governor Dukakis named

A a
adult literacy as one of his top priorities; he
ccmmitted resources to three new literacy-re-
lated programs; and h. sstablished the Com-
monwealth Literacy Campaign, funded it, and
appointed a director. Also, an interagency adult
literacy policy group had recently been estab-
lished. Finally, the Massachuserts Coalition for

o~
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AdultLiteracy had just received a grant from the
Gannett Foundation.

The state was ready o go. With the Governor’s
commitment, many activities already under-
wiy, and the potential for major funding, the
team seemed to be positioned for success.
However, political currents in the state were
strong; close scrutiny of any initiative under-
taken by Governor Dukakis was certain.

The team clearly outlined its objectives for the
Commonwealth Literacy Campaign:

e Develop a statewide plan, which combines
and coordinates th:: efforts of all state and
local agencies and private enterprises.

e Develop long-range plans for each of the
Governor’s major literacy initiatives:
workplace education; development of a
volunteer network; applications of technol-
ogy to increasing literacy.

e Develop a plan for establishing a sound and
stable financial base for adult literacy
programs, using federal and state resources
supplemented by other public and private
resources, without creating new and expen-
sive frameworks.

e Develop a strategy for establishing and
maintaining state legislative support for
literacy endeavors.

e Develop a marketing strategy with broad
reach for recruiting students, volunteers,
and resources, and furthering general
public awareness.

The team leader, director of the Common-
wealth Literacy Campaign, was new to the field
of literacy but not to education. As Senate chair
of the joint House and Senate Education Com-
mittee, he had shepherded through the Senate
major education reform legislation. He wss
committed to participation in the CSPA
Academy process.

Academy I: Struggles and Success

Partly due to ground-breaking work on welfare
reform and its connection to employment and
training, Massachusetts policymakers had a!-
ready joined adult literacy enhancement to the
ouicomes of employment and preventing and
reducing dependency. The overall policy direc-
tion for the initiative was firmly established. But
the team had to confront two major questions:

e Inastate known for strong special interests
and agency turf, howwould the team build
an effective interagency initiative?

e How could the team build a framework for
expanded literacy services without creatiug
a new and expensive system?

Early team discussions at Academy I were frank
and open, as team members-argued for their
constituencies and negotiated for a piece ofthe
literacy pie. The entire team was receptive to
new information presented at the Academy on
the functional definition of literacy, the literacy
continuum, and the targeting of special groups
to achieve specified outcomes or the literacy
continuum. Instead of discussing, which agen-
cies did what to whom, the team attempted to
build consensus on critical target groups in
need of literacy skills and appropriate out-
comes on the literacy continuum for each

group.

This effort enabled to the team to sharpen its
focus while building consensus. By the end of
Academy I, it had a specific policy goal and ob-
jectives:

e Bytheyear 1990, to enable 50,000 adultsto
develop the basic skills ‘necessary to par-
ticipate more fully in our political com-
munity and to contribute to the continued
productivity of our economy.

o Increase the basic skills of 15,000 limited
English speaking adults leading to further
education, training, ¢~ job placement.
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— move 9,000 from pre-literacy to some
English (0-4th grade ability) on the
literacy continuum;

— move 6,000 from 4th grade functional
level to 8th grade functional level. .

Increase the basic skills of 5,000 welfare
recipients leading to participation in the
Commonwealth’s employment and training
program.

- target those a¢ 0-4th grade ability as a
priority;

— move them up to 7th grade ability on
the literacy continuum.

Increase the basic skills of 10,000 mothers
of pre-school children, women whose read-
ing skills are below 8th grade ability.

— move from 0to 12th grar* < ability on the
literacy continuum;

— focus outcome on enhancing school
readiness of children.

Increase the basic skills of 10,000 16-25
year-old males who are out of school and
work, leading to continued education,
training, an-d employment.

— move from 4th grade ability level
through high school functional level on
the literacy continuum.

Enhance the basic skills of 5,000 dislocated
workers to enable them to secure jobs at
comparable wages.

— move from 3rd grade functional level to
postsecondary functional level on
literacy continuum.

Assist in the training, retraining, and
upgrading of 2,500 potentially dislocated
workers (high risk) tc enable then: to retain
jobs, advance in their firms, or secure other
comparable employment elsewhere.

— move from 3rd grade functional level to
postsecondary functional level on
literacy continuum.

e Assistin the education, training, ar:d vetrain-

ing of 2,500 working poor to increase their

wage by 25 percent.

— targetthose at 2nd - 7th grade function-
al level on the literacy continuum as a

priority;
— r ove them up to 10th grade functional
1.vel.

The early identification of target groups at
Academy 1 freed the team to discuss a variety of
strategies to achieve the policy objectives.
Major strategies included:

To provide ‘comprchensive ESL in the
natural communities of each linguistic
minority, in concert with existing social, cul-
tural, and religious organizations.

To develop in concert with the Department
of Public Welfare a comprehensive pre-
Employment and Training (ET) Choices
program that will expand the range of ser-
vices currently available to welfare
recipients, targeting resources to skills ac-
quisition levels of 0-7th grade.

To develop in concert with: Headstart,
Chapter 188 (MA Education Reform Act),
Early Childhood, and other child care
programs, skills enhancement programs for
mothers of enrolled ch’idren.

To provide a mix of services ~ including
literacy skills, training, and supported work
with wages competitive with "the street” —
that will motivate youth to participate in
basic skills enhancement programs.

To challenge the business and labor com-
munities to participate in the above initia-
tive by adopting a citical mass of these
youti for employment or membership.

To develop a corps of volunteers from
within the business and labor communitic ;
to serve as mentors to support participating
youth.
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® To develop a public awareness campaign
aimed at convincing employers, unions, and
workers of the needs for skills enhance-
mesnt in order to enable them to retain cur-
rent workforce/employment oi
promate/advance.

® To expind the current Workplace Educa-
tion Injtiative from 1,000 to 2,500 par-
ticipants.

The team also agreed that all strategies would:

e Include provisions for motivation, recruit-
raent, and support of targeted populations;

e Include program evaluation and account-
ability mechanisms including performance-
based contracting;

e Maximize use of existing resources in con-
junction with accessing new state and
federal resources;

e Include the use of volunteers to enhance
litezacy services.

Academy participants were impressed with the
team’s focus and scope but, grumbled one par-
ticipant, "In Massachusetts, you have money for

everything.”

"We'll see — we'll see," responded the team
leaaer. This was in fact the question that faced
the team when they returned home:

Exactly how much will it cost to move
50,000 individuals to a specilic point on
a literacy continuum by 1990?

Interim Developments: - Pitfalls and
Progress

TL.e team divided its interim work into three
categories:

1. Conductingfurtherresearch and documen-
tation to back up the plan — specifically,
analysis on the Massachusetts workforce in
the year 2000, demographic and statistical

information on each of the target groups
along with esiimates of current literacy
levels, and audit of current service levels to
the target groups by source of funding and
provider group.

2. Sgengthening political coalitions that in-
cluded provider agencies and organiza-
tions, advocacy groups, state agencies, and
the legislature.

3. Developing a private sector strategy that
would involve business leaders more
directly in building and supporting the in-
itiative.

These three activities were guided by one over-
all purpose:

Build an effective funding strategy to
support the ambitious goal of the plan.

After further research, the team concluded that
$7 million was needed to launch the first year
of the workforce literacy initiative. By Septem-
ber 1987, the Commonwealth Literacy Cam-
paign had completed the firal draft of the
KMassachusetts Workforce Literacy Plan and
scheduled a series of meetings with key
stakeholders to gather their reactions. The plan
was adjusted to reflect stakeholders’ com-
ments.

The Governor called for public/private
parterships and challenged labor and busi-
ness to work with him to enhance workforce
literacy. He was publicly supported by the
secretary-treasurer of the Massachusetts AFL-
CIO and chief executive offic - -'s of major cor-
porations.

Throughout the interim, the team worked with
the Governor's Office to build support for their
$7 million request. However, by December
1988, the team learned that the Governor's
budget would have only a few expansion items.
Ultimately, the Governor’s budget did inuclude
about $1 million dollars for expansion of
workplace literacy programs to serve three of
the targeted populations: those with limited
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English proficiency, the working poor, anc
potentially dislocated workers.

Pitfalls the team encounzered included:

e Supportive but cautious reception from the
business community. The business com-
munity was generally surportive of the in-
itiative, but Boston business leaders had
already commiitted their available time to
the DBoston Com 1ct Initiative, a
school/busin~zs parulership focused on
dropout prevention for at-risk youth.
Employers in the Boston business com-
munity did not yet understand how invest-
ing in adult literacy would help them.

The Campaign decided to further develop
the plan, raise public awareness and
visibility, and go back to . usiness leaders at
a later date.

e Getting solid interagency collaboration
from the 15 state agencies involved in
literacy, adult educ ation, basic skills train-
ing, and emplovment and training proved
to be time-consuming and difficult.

In spite of the budget set-back, the team ap-
proached Academy iI with enthusiasm, plan-
ning to work on 1) improving political
communication skills; 2) building more effec-
tive interagency collaboration; and 3) designing
a strong accountability component for the
policy document.

Academy: Results and Rewards

The team arrived at Academy II with a fully
developed policy document and plan. The in-
troduction to the document argued persuasive-
ly for a major expansion in the adult literacy
system:

Recognicing that the changing occupa-
tional structure of the Massachusetts
job market is increasing the demand for
workers with stronger literacy, com-
munication and problem-solving skills
and that the current adult literacy net-

work does not have sufficient capacity
to address these needs, this plan
proposes a three-year expansion of the
adult literacy system from a current ser-
vice capacity of 45,000 adul.s pe- year
to an increased capacity of 10v,000
adults per year.

The plan targeted the expansion to:

e 15,000 new seats for newcomers who need
English language and Uteracy skills to func-
tion effectively at home and in the
workplace;

e 5,000 new seats in intensive, community-
based basic literact ‘0-4th grade level)
programs for AFDC recipients who need a
foundation of basic skills to qualify for
entry-level job training and employment;

e 10,000 new seats for mothers of young
children who need stronger basic skills to
move their families out of poverty.and to
raise the educational aspirations of their
children. Teen mothers will receive

priority; '

e 7,500 new seats foryoung men, aged 16-24,
who 1. wve dropped out of school without
sufficient skills to qualify for employment;

e 5,000 new seats for low-wage workers who
need literacy and English language skills to
qualify for more skilled, higher-wage
employment opportunities;

e 5,000 new seats for potentially dislocated
workers who need stronger literacy and
basic skills to adapt to the introduction of
new technology and other changes in the
organization of work;

e 3 )00 seats for dislocated workers who
need stronger literacy and basic skills to
qualify for retraining and re-employment at
comparable wages.




The plan direcily confronted the issue of cost:

We assume...an average cost per stu-
dent per year of $1,000 - $1,500. This is
substantially higher than the current
Department of Education average ex-
penditure per student of $168 per year.
Since 80 percent of all adults (served)
are currently served in DOE-funded
programs, this exceedingly low average
expenditure per student has im-
poverished the adult basic education
network. The current infrastructure
lacks sufficient classroom facilities,
teaching materials, and full-time profes-
sionals staff to support the kind of ex-
pansion detailed here. A higher average
cost per student will support:

o the high-intensity, longer duration,
low-level services necessary to
provide a foundation for more ad-
vanced education and training for
several of these groups;

e the development of a full con-
tinuum of services that can take an
adult from the lowest level of
literacy or English language
proficiency through high school
completion and advanced educa-
tion and training;

e the development of a corps of well-
trained, full-time adult literacy and
ESL professionals qualified to
provide high quality, effective ser-
vices;

e the development of a strong
documentation and evaluation
capacity that vii! enable the state to
determine what methods of instruc-
tion and what w=zans of service
delivery are most effective in

preparing adults-ito qualify for
employment and training.

Finally, the plan included a matrix that iden-
tified major state agency responsibility fcr
literacy and support services by target group.

At Academy 11, in addition .to fine-tuning the
plan based on critique from faculty and peers,
the team developed a political communications
strategy and a matrix detailing planned out-
comes by target group. Finally, the team
developed “"Characteristics of Effective
Programs to Achieve Planned Outcomes for
Target Groups." This document was intended
to form the basis of standards for the design of

new programs.

The following example relates to the target
group of young urban males, ages 16-24, who
have dropped out of school without sufficient
skills:

e Programs are located in pubiichousing and
other appropriate settings;

e Program models combine education with
employment (e.g. supported work, "ap-
prenticeship") to provide work experience
and financial incentive for patticipation;

o Staff includes street workers;

e Program includes strong mentor com-
ponent;

e Cumiculum focuses on daily life/work
problem-solving.

The challenge for the Massachu etts team was
to continue building support for an adult
literacy expansion plan that necessitated the in-
volvement of a number of constituency groups
and agencies. Would the team be able to
muster the political support required to gain
the appropriation it was requesting?

Implementation: Woes and Winners

Following Academy II, the Commonwealth
Literacy Campaign (CLC) conducted meetings
with the Governor's staff, cabinet officials, the
advocacy/provider community, the state AFL-




CIO Education Committee, and business

leaders. The atjectives were:

e Tointroduce their Workforce 2000 analysis
and build a strong case for a coordinated
expansion of state literacy services targeted
at key sroups that comprise the labor force.

e To build commitment among the: = groups
to use the analysis, to lobby for expansion,
and to gain a commitment from each agen-
cy/organization to work for the whole plan,
not just one piece.

The Secretaries of Economic Affairs and Labor,
the Commissioners of Education, the Chancel-
lor of iigher Education, the Massachusetts
Coalition of Advlt Literacy (MCAL), and the
AFL-CIO all publicly supported the Workforce
Literacy Plan.

The plan was featured in many news articles in
the state’s majcr newspapers and in many local
papers. At the Democratic State Convention the
campaign organized and staffed a Literacy
Breakfast and Awareness Day.

The Campaign continued to develop interagen-
cy coordination. They expanded the team toin-
clide representation from the Board of
Regents, the Library Commissioners, and
"Gateway Cities." The Department of Education
agreed to spoasor five regional meetings onthe
Plan and to initiate three task forces on program
effectiveness, staff development, and funding.
The CLC and Commonwealth Futures (a policy
group working on youin employment issues)
planned a joint initiative on urban males, ages
16-24. Agency stakeholders liked the Plan’s or-
ganization around target groups. The Mas-
sachusetts Office of Refugees and Immigrants
began to coordinate policy/planning around
these target groups.

Agencies are working with the Campaign to
meet the Plan’s December deadlines for:

e A coordinated RFP process;

e Uniform data collection;

e Uniform standards for program effective-
ness and client outcomes; and

e Comprehensive regional planning on

literacy.

The Campaign was successful in gaining alot of
support for its literacy appropriation request.
MCAL offered its support based on the
workforce plan. Key legislators (10 of 40
Senators and 55 of 160 Representatives) spon-
sored a Legislative Briefing on Adult Literacy
addressed by the Speaker of the House and the
Senate Majority Leader.

As of July 1988, the Campaign had not received
theirrequested appropriation. The Campaign’s
legislation (requesting a budget of $8 million)
had a favorable report out of the Joint Educa-
tion Committee and out of Ways and Means,
even though no appropriations were attached.
Due to unexpected revenue shortfalls and a
possible budget deficit, all expansion requests,
including the $1 million in the Governor's
budget, were put on hold.

Final Results

Sometimes the finest policy development ef-
forts'do not come to immediate fruition. The
Massachusetts team had to cope with a volatile
political environment due to presidential cam-
paign politics and an unexpected budget situa-
tion. In spite of the difficulties encountered, the
team developed a tight policy and plan. The
plan remained the Commonwealth Campaign’s~
guidance system, keeping the team on target.
They continue to accomplish elements of the
plan which do not require major new ap-
propriations. In six or seven months, when the
budget and the political environment change,
the Campaign will try again with a proven track
record and increased support.




The Groundwork

Michigan's Academy experience illustrates how
literacy moved to the top of the state's policy
agenda. Literacy had been defined as a strictly
education issue. As & result of the academy, it
became a workforce issue affecting the state’s
future economic development.

Literacy had been a policy concern in Michigan
since 1984:

‘The 1980 census dataindicated that 13 percent-
15 percent of Michigan's population 20) vears of
ageorolder — a minimum of 797,000 adults —
had less than a ninth grade education. In addi-
tion, approximately 1.3 million adults did not
have a high school diploma. This number had
since risen to 1.7 million...an average of 30,000
students officially drop out of the K-12 educa-
tional system annually. . “ther, thousands of
immigrants and refugees who have arrived in
the state are illiterate in English as well as their
own language.

In response to these data and a mandate from
the Michigan State Board of Education, the
State Superintendent of Public Instruction con-
vened a Statewide Coordinating Committee to
analyze the status of literacy services in
Michigan and develop a stratrgy to reduce il-
literacy. In 1985, tae committes recommended
a five-year plan of action to reduce the number
of functionally illiterate adults in Michigan by
400,000 or 50 percent.

Strategies included:

e Raising public awareness of the scope of il-
literacy;

o Developing comprehensxve local literacy
programs involving agencies and organiza-
tions concerned with or affected by il-
literacy;

e Training and expanding support services to
an additional 3,000 volunteer tutors.

Many activities were launched s a result of this
effort: Adult Basic Education (ABE) programs
increased from 90 to 112; local literacy coali-
tions increased from 25 to 49; new
methodologies of instruction were designed
and training of volunteers conducted; and a
statewide volunteer coordinating agency,
Michigan Literacy, Inc., established an office to
provide resource and training coordination
and services.

Yet, something was missing from the initiative:
it was out of the policy mainstream. Literacy was
viewed by in—~* 25 a problem for the education
system to deat with. Other state agencizs were
not closely involved, and the private sector and
business community were not involved.

In February 1987, Governor Blanchard created
the Governor's Cabinet Council on Human In-
vestment (GCCHI), composed of the directors
of the departments of Human Services, Educa-
tion, Treasury, Labor, Commerce, and the
Director and Chairperson of the Governor's Of-
fice for Job Training and the Michigan Job
Training Cocrdinating Council. Among other
duties, the Governor charged the Cabinet
Council to:

e Identify and evaluate all existing, pending,
and proposed state and federal human in-
vestment programs...;

e Formulate and coordinate a comprehen-
sive strategy for the education, training and
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retraining of Michigan warkers to best
preparc them te win the jobs of the future;

e Recommend to the Governor new policies,
projects, and programs...for improving the
education, training, and retmaining of
Michigan's present and. fiture workforce;

e Work closely with the private sector to en-
sure that state human investment strategies
meet the needs of those who will provide
the jobs of the fuiture, Michigan’s
employers.

In the Academy application, Covernor
Blanckard stressed:

Our greatest challenge for the futcre is
to improve the skills of our§.  vie. The
states can no longer focus . y on in-
puts — increasing spending on a given
program or increasing the number of
people served by a program. We mu..:
focus on the results of these efforts —
the cutputs — and be willing to define
and defend a given level of perfor-
mance.

Two themes consistently guided Michigan
throughout the Academy — accounzability and
business/employer involvement.

Academy I: Struggles and Success

The Director of the Governor’s Cubinet Coun-
cil on Human Investment chaired Michigan's
Academy team. The team broadly rep-esented
literacy stakeholders: Departments of Educa-
tion and Labor, JTPA, Statewide Literacy Coor-
dinator, as well as three members of the
Michigan Legislature who served on education
or appropriaiions committees. There was no
employer represeatative on the team at
Academy 1.

The team recognized the strong ties betwecn‘
literacy and Michigan’s future economic suc-
cess. The team developed a strong policy docu-
ment.

® Problem statement:

The brainpower, skills, motivation, and
flexibility of our workferce is Michigan's
competitive edge in the new world
economy.

Inthis rapidly changing worid economy, far
too many of Michigan's people lack the
basic skills, the training, the adaptability to
win the quality jobs of the next century. One
million people in Michigan need to acquire
or improve skills in order to compete for
new and existing jobs and stimulate
markets for job growth.

e Policy goal:

The state of Michigan is committed to help-
ing its people n:aster the new realities of
ecoromic change. Resources must be
fscused to offer at least one million peple
the opportunity to acquire or improve min-
imum basic skills needed to win the jobs of
tOmOoreCw.

e Policy objectives:

— The State of Michigan will by 1990 im-
prove the workforce literacy skills of
500,000 aduits and of at least 1,000,000
adults by the next decade, as measured
on a continuum cf skills, to meet cur-
rent and predicted Michigan occupa-
tional needs.

— The State of Michigan will acoelerate
chang,s by employing statc ;ove rnmentin-
fluence and by leveragi-:z, pubiic tnvest-
ment in the private sector to encourage
employers by 1990 t2: 1) assess wSikioree:
literacy skills of their current employees;
2) conduct job analysis/needs assessment
of skills needed for current and *1ture oc-
cupations; and 3) provide or s::ake avail-
able remediation seivices to all currently
employed workers.

— Ay 1988, the Site of Michigan. working
closely with the Jrivate sector, will iden-
tify the number and kinds of jobs that
will be availabie in the 1990s and
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beyond; will identify the minimuin skills
required for those jobs aicng a con-
tinuum; and will match those skills with
ameasuremensstandard to allow public
and private literacy efforts to define out-
comes, set goals, and measure
progress.

~ By 1988, the State of Michigan will begin
to move funding of the wide spectruia
'of basic skills efforts towards an out-
come oriented, performance-basez sys-
tem that encourages innovation,
creativity, and efficiency among a
v wriety of service providers and pays for
results.

= ...bytheyezi 2000 every Michigan adult
(will have) accessibility to an ap-
propriate continuum of literacy services
relevant to the occupational needs of
Michigan.

The team also listed in the policy document
several strategies it would pursue in the inter-
im to achieve its objectives. After four days of
long and focused team work sessions, the zeam
had a clear direction and the tzzic framework
for the state’s worktorce -literacy effort.
However, it still was uncertain how to
strengt ien direct employer involvemeat in the
literacy initiative.

Interhﬁ" Developments: Pitfalls and
Progress

In mid-summer IBM initiated a meeting with
the Governor's Cabinet Council cn Fuman In-
vestment. IBM propesed a partnership be-
tween Michigan state government and IBM to
develop a compreheusive, data-based,
statewide ‘literacy plan. In early September
1987, Governor Blanchard announced that the
State of Michigan and IBM had “"teamed up to
fight illiteracy.” The effort involved state
government using IBM’s Application Transfer
Study (ATS), a planning tool used naticnally by
IBM to assist large corporations and organiza-
tions in developing strategies to address dif-
ferent problems.

The Academy team was expanded to serve as
the steering committee for the IBM partnership
project. The work the team completed at
AcademyIwas to beincorporated into the com-
prehensive plan, which would include a defini-
tion of literacy, a description of existing
programs and resources, a proposed outcome-
based evaluation process, and implementation
strategies. The team conducted a comprehen-
sive set of interviews (over 150 consumers,
policymakers, employers, researchers, and ser-
vice providers), studied the literature on
workforce literacy, and drew heavily on the
works of Academy faculty.

The initial planning session took place in late
August with the Cabinet Counci! and staff,
Academy team members, and IBM personnel.
As a part of the project, IBM pledged two days
a week of staff time free of charge to the state.
The planning*was on a fast track. The team ex-
pected.to bring a draft with them to Academy
I in mid-Deceniber.

The Cabinet Council also started work on a
second, related initiative. The Governor'’s Com-
mission on Jobs and Economic Development,
co-chaired by Lee Iacocca and Douglas Fraser,
recommended to the Cabinet Council on
Human investment that a common instrument
was needed to assess the level of an individual's
work readiness. This instrument could be used
both to assess individual progress in a literacy
or training program and to evaluate the perfor-
mance of the program. The Commission fur-
ther recommended that representatives of
business and industry should have a principal
role in determining the standards used with
such an instrument and in building a consensus
for statewide adoption.

Accordingly, the Governor requested Feter
Pestillo, Vice-President of Ford Motor Com-
pany, to chair a statewide task force to develop
these standards. The task force, consisting of
chief executive officers and other high level of-
ficials from business and industry, as well as
representatives from organized libor and
education sectors, began work in October.
While the task forces developed recommenda-




tions on academic and employability com-
petencies needed by the future workforce, the
GCCHI began working with the Department of
Education to develop a comparion measure-
ment instrument.

Inathird but related area, staff from the GCCHI
began development of a private/public
partnership project on illiteracy prevention.
The project was designed to work with employ-
ment and training applicants who had children
under five. At the same time these parents im-
proved their basic skills, they learned ways in
which to work with their voung children to in-
crease the_children’s literacy potential. Their
children were connected with services and
programs that would enhance their learning
ability and better prepare them for school.

By the end of the interim period, it was obvious
that Michigan’s strategy to involve the business
sector in addressing the literacy problem was
working. The only pitfall the team encountered
was having to back-track a bit for the expanded
team while at the same time speed up the plan-
ning schedule.

Academy II: Results and Rewards

The Academy team, expanded to include two
staff from IBM, arrived at Academy II ex-
hausied, but with a draft policy document in
hand. The pian expanded and further specified
the Academy 1 product and .anade an even
stronger connection between literacy and

employmeat:

¢ lhe Situation: Like many old industrial
states, Michigan’s workforce is a workforce
of the past, of the last inclustrial revolution.
There have been dramatic advances in the
last five years, but the cultural inertia is still
great — so graat, in fact, that thousands of
Michigan children drop out of high school
each year in the firm belief that they'll still
be able to get a good job "at the plant” —
even atthe very time that their fathers, their
uncles, their brothers and their sisters have

been laid off and, in some cases, the plant
has been closed for severa: years.

e The Goal: Upgrading the education and
skill levels of the state's current and future
workforce to close the gap between prevail-
ing skill levels and the competencies that
will be required by 1995 to position
Michigan, once again, at the industrial fron-
tier. .

In the interim, the team had also grappled with
the issue of targeting literacy initiatives to
specific population groups. They concluded
that, fior Michigan, targeting was-not the issue.
The state already had a large service delivery
system for literacy. The issue was not expansion
of services, or setting priorities for delivery of
services, but on changing the way in which ser-
vices were delivered and the provider's ac-
countability for outcomes: "If the workforce of
the future is to be created in Michigzan, the state
will have to establish the environment for creat-
ing it."

In order to create an accountable system of
literacy providers, state literacy policymakers
needed "to understznd in detail the needs of
the individuals within target groups along the
continuum of work readiness skills...and create
orrestructure training and ecucation programs
to assure that they are relevant to current
marketplace demands...”

The Michigan team chose to spend its work
time detailing an implementation plan for the
accountability component of its overall literacy
plani. They set a policy objective for account-
ability:

Create an accountability system that will apply
fiscal, programmatic, and related standards ap-
propriate to each program in such a way that
progress along the work-readiness continuum
can be tracked and programs can be enhanced
or revised, as necessary, to achieve established
objectives.
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Action steps included:

e Using the competencies developed by the
employer task force in coliaboration with
the GCCHI, develop a test to measure
workforce competency by June 1988.

o Using the test, conduct, on a sample basis,
abaseline study of workforce competencies
of Michigan's existing labor force by
February 1989.

e By February 1989 establish common, sys-
tem-wide outcome repording require-
ments.

e By February 1989, rcquire appropriate
education and employment training agen-
cies to administer pre- and pos:- workforce
competency iests on a continuing basis to
all their clieats.

e .y September 1989, establish a uniform set
of standards to measure outcomes and en-
sure an attractive return on investment.

By November 1989, the team expected to
evaluate program effectiveness in terms of out-
comes and customer satisfaction results, to
issue a report card to education and employ-
men: and training agencies evaiuating their
progress on workforce competence, and to dis-
seminate this information to the public. By
March 1990, the team planned to review fund-
ing allocations of education and employment
training agencies based upon -outcomes and
real’ scate funds as appropriate.

When the team returned to Michigan, it ex-
ected to develop or plan for:

e A standard work-readiness definition of
literacy to guide and drive all education and

employment programs;

e A comprehensive skill-building system for
the delivery of education and training ser-
vices, which is m~rket-driven, accessible to
the user, facilitates user choice, and is

evaluated and modified based upon
measured perivrmance;

® A data system for assessing the skill levels
and needs of individuals who enter the
training and education system and the out-
comes achieved through service delivery;

e Adelivery system for training and technical
assistance to service providers;

¢ A Michigan Human Resource Development
Research Institute to serve as the locus for
research and evaluation of work-readiness
enhanceinent programs (pubiiciy
chartered, privately operated, and jointly
funded by the public and private sectors).

The state of Michigan hac® a huge task. It had
not only moved literac; into the policy
mainstream, but it set a course of systemic
change through increased accounwbility. This
course would inevitbly challenge traditional
methods of connecti. . individucls with literacy
training. It also requir. |the es:ablishment and
testing of new data systems ranging from in-
dividual measurement through provider per-
formance to policy accountability. Fortunately,
the GCCHIhad been able to muster the resour-
ces, with the help of the private sector, to
design this compreheasive and innovative ap-
proach. Would the state be able to impiement
the design?

Implementation: Woes and Winners

Upca returning from Academy II, the literacy
team completed its draft report. Countdcwn
2000: Micbigan’s Action Plan for a Competi-
tive Workforce, stressed five underlying prin-
ciples. To accomplish Michigan’s policy goals,
all strategies must:

e Meet the work-readiness needs of
employers and be sensitive to the personal
needs and barriers faced by individuals they
serve;




Re"ect the shared responsibility of the
stakeholders — govemment, employers,
and empioyees;

Empower individuals to inv2st in themsel-
ves; permit people to choc -2 the education
and training course that best fits their needs
and provides them with the wherewithal to
pursue those needs;

Ensure a "user-friendly” education and
training system easily accessible to workers
and employers;

Ensure accountability within the education
and training system; stakeholders must
know what programs achieve, not simply
how many people they serve.

The Cc..ntdown 2000 repo. was unveiled by
Govern(.r Blanchard in his January 20, 1988,
State-of-the-State address. It contained eighe
major recommendations:

1.

Adoption statewide of a new *wo:kforce
Jiteracy” definition to drive all adult training
and edncation programs. This new defini-
tion recognizes five skill bands:

— language/communication skills

~— quantitative skills

—~ problem-solving skills

~ interpersonal/attitu_linal skills

— job se=king/self-advancement skills

Eact skill must be viewed as a continuum.
Hcw fully developed each skill must be will
be determined by the work situation. riow
fully developed they can be is up to each in-
dividual.

Establishment of a public/private policy
board to oversee the design and implemen-
tation of an integrated, outcome-oriented

system.

Simplified access to the educztion and
training system through "servics accounts”
that individuals can araw upon for training
and educaticn.

4. Development of a standard assessment,
using the new definition, for each par-
ticipant in training and education programs.

5. Joint investment of the public and private
sector in the system through the en-
courageme:.tof unlimited partnerships and
the creation of 2 wide array of incentives for
such partnerships.

6. Creation of a Human Resources Research
and Development Institute, a
rublic/private joint ve ature to perform re-
search, evaluate programs, and develop
curricula and materials.

7. Training and technica assistance for adult
training and educational providers, with
emphasis on designing and delivering
programs that meet the new workforce
literacy definition.

b. A public information/marketing campaign
from the highest level of government,
promoting a new workforce training and
education system based on individual
choice, lifelong learning, and account-
ability.

Implementation of these eight recommenda-
tions rested on two key components: the
Michigan Opportunity Card and the Micliigan
Human Investment Fund.

e The Michigan Opportunity Card: A wal-
let-sized, plastic credit card, the Michigan
Opportunity Card will be available to 2ll
adults. The card will provide access to all
job training and educational services.
Coded with a magnetic strip like a bank
card, it will quickly access information
through a computer network. Services
available to all adult cardholders will in-
clude:

— skill assessment;

" — information on training and education-
4l programs available in the community;

— a personal action plan for the
ca-dholder to upgrade skills;
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— referral to available training and educa.
tional programs;

~ job placement assistance;

— a "skills account” for those with skills
below the minimum level needed to get
a iob. A basic skills account will be of-
fereq, funded by the state and based on
skill need, not financial need.

The cardholder will decide where to gc for
the services described in his/hr ; personal
plan of action, choosing from the array of
services offerad in the community.

The team envisioned the Michigan Oppor-
tunity Card as a driving force to integrate
existing programs, weed out ineffective
progiams, and coordinate the devclop-
ment of futuse programs. The card also sig-
nals a fundamental shift in-public attitude
by recognizing -an individual’s rights and
responsibilities in pursuing lifelong educa-
tion and training consisteat with the
realities of the modern economy.

The Michigar Human Investment Fund:
The Fund is a joint venture between the
private sector and the state departments
and agencies that are involved in adult train-
ing ¢ d educational prograins. The mem-
bers of the Fund form a board of directors
to ow:rsee and coordinaté management of
the entire human investment system. The
board will ensure the card system operates
smoothly and easily for the user and is ac-
countable for resuics to the consumer and
the funders, public and private, individual
and institutional.

Consistent with Courtdown 20C0's eighth
recommendation, on April 21, 1588, Governor
Blanchard held a news conference in
Washington, D.C., announcing nationally the
Countdown 2000 report and the Michigan Op-
portunity Card. The following day he released
the Michigan Employability Profile, the task
force report recommended by the
Iacocca/Fraser Commission. The Profile report
gave credence to the new workferce literacy
definition and supported the innovative direc-
tion of Countdown 2000.

Implementation activities are in full swing as of
June, 1988.

Technological rianning and development is
proceeding; tk. > legislature is being briefed; a
procurement process for the database has been
initiated. The Human Investment Fund has
been established by Exe wutive Order. Legisla-
tion is being designed <o fund pertions of the
newhuman investmentsystem. Theasse. aent
instruzaent. an employability skills test, is in the
design phase.

The plan calls for a phase-in of seven y&}s for
the entire human investment system.

Final Results

In 1984, when Michigan began policy work on
literacy, it'was an education issue. By 1988,
literacy had become the major economic
development issue in the state. The Academy
process helped Michigan create Countdown
2000, by providing critical information at the
right time and by offering a process which en-
sured coordination and continuity of effort by
all stakeholders.
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THE STATE OF MISSOURI

The Groundwork

Governor John Ashcroft was lead Governor for
the CSPA State Policy Acaden:y. As the head of
the National Governor's Association Task Force
on Literacy, Governor Ashcroft spearheaded
action on this issue. The work of the Missouri
Acaclemy team is a prime cxample of interagen-
cy, public/private collaborative policy develop-
ment.

The ‘eam described Missouri's literacy
problem before they arrived at Academy I:

Missouri’s economy has a shrinking
agricultural sector, amanufacturing sec-
tor in transition, and growing tuarist
and service-based industries. The
dynamics of these changes result in dis-
placed workers and a mismatch be-
tween the iobs that are available and
people with the skills to fill them....

Estimates indicate that among A¥DC
recipients, 56 percent of the parents do
not have a high school diploma. Assum-
ing a coirelation between the high
school dropout rate and illiteracy, from
400,000 to 509,000 Missourians over
the age of i6 and not in school do not
have a high school diploma. Further-
more, it has been estimated that
4n0,000 Missourians 20 years ofage and
older lack the basic skills *o read, writz,
compute and otherwise tunction in the
workforce.

Governor Ashcroft and his agency heads
proposed several initiatives to address this
problem:

e Learnfare/Welfare tc Work: This initia-
tive addressed four major goals: (1) boost
the educational level of AFDC parents who
lack high schoo! ‘lplomas; (2) open new
job opportuniues for AFDC parents
through participation in job skills, job
search, job experience, and job placement
programs; (3) attack long-term welfare de-
pendency by facilitating the transition from
welfare to work; (4) foster individual initia-
tive and the desire for selfsufficiency by
providing adequate support services.

e Establishment of a literacy foun-ation:
Southwestern Bell Telephone Company
had supported astudy of Missouri's literacy
problem that recommended the estab-
lishment of a foundation to serve as a long-
term, professional *forum for literacy’s
many voices to act together." The Founda-
tion was to offer a mezns to stimuiate and
supportinnovative ideasin the field, redvce
duplication of effort and competition for
rzarce  resources, enhance  existing
programs, and $Y gaps in services in the
state.

e The Governor’s Advisory Council on
Literacy: Understanding the importance of
private secter involvement in literacy im-
provement, the Governor established an
advisory council on literacy with mewibers
from large and small Missouri corporations,
community colleges, news organizations,
philanthropic organizations, libraries, and
lncal and state government units.

The Governor’s Office was looking for a col-
laborative process which would unit: the
public and private sectors in solving Missouri's
literacy problem. They hcped the Academy
process would do just that. The Governor's
senior policy analyst for education chaired the
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Academy team, which had representatives from
the Departments of Education, Labor and In-
dustrial Relations, Social Services, Crrectiuns
and Human Resources, and Economic
Developinent (Division of Job Development
and Training), the State Library, and the Mis-
souri Coalition for Adult Literacy. But most im-
portantly, on the team was a Division Manager
from Southwestern Bell. Private sector repre-
sentation on the team was a critical ingredient
in Missouri'’s success.

Academy I: Struggles and Success

Although the Governor } .4 already proposed
several specificinitiatives, the team approached
Academy Iwith a broad frame of reference. The
team struggled during early work sessions to
gain-a focus for the state’s literacy effort. Em-
phasizing workforce literacy was important, but
broad-based literacy improvement was critical
as well — to prevent -dependency, to improve
educational outcomes for at-risk students, and
to strengthen citizen participation. However,
the state had limited resources; the te.m
needed to naitow its focus and target resour-
ces.

Academy sessions on defining literacy as a func-
tional continumm and on choosing target
groupswere useful to the team in gaining focus.
Bythe end of Academy I, the tearn had focused
its policy goal:

Missouri is committed to providing oppor-
tunities for its citizens to experience healthy,
happy, literate, and productive lives. This com-
mitment extends to:

e Those not in the workforce: providing
basic skills training and job training to allow
Missouriars to obtain productive employ-
meat and adapt to the changing demands
of the workplace. "This includes AFDC
payess, displaced workers, high school
dropouts, and persons incarcerated and
under the supervision of the criminal justice
Jystem — many of whom lack skills and ac-
cess to the workforce.

e Those in the workforce: pooling federal,
stace, local, and private resources ro help
working individuals upgrade their skills to
meet changing demands of the workplace.

They also developed measurable objectives
and a list of strategies for each section of the

policy goal:

e By 1995, *issouri public schools will in-
crease the persistence to graduation rate by
6 percent (from 74 percent to 80 percent).

e By 1992, Missouri will increase the number
of non-working people who receive basic
skills training and job training by 200,000.
These include:

— AFDC payees
— displaced workers

— high school dropouts not in the
workforce

— persons incarcerated and under the su-
pervision of the criminal justice system

e By 1989, Missouri will ensure training op-
portunities in at least 25 sites for individuals
in the workforce where such training is not
being provided, in otder to maintain
and/or upgrade employment.

The team produced a list of.strategies with
clearly identified roles for the Governor, his
Cabinet Council on Education, the Missouri
Coalition for Adult Literacy, the Department of
Elementary and Secondary Education and busi-
ness and industry. Among specific strategies
were the following:

e Department of Education implement a Plan
for the Advz.icement of Lit=racy by 1989 in-
cluding 1) expanded emphasis on early
childkood education, preschool screening,
and diagnosis; 2) the establishment of ten
model programs providing remediation to
8th grade and above zt-risk students in ten
school locations; and 3) implementation of
the core competencies and key skilis cur-
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riculum in all grade levels coupled with a

statewide criterion-referenced testing
program designed to measure student
progress;

e Enact and implement the Learnfare/We!-
fare-to-work legislation to assist AFDC
payees to become trained and employed;

e Explore the feasibility of paying training
subsidies or offering tax credits to
employers who provide upgrading of basic
skiils to current employees as well as dis-
placed workers;

e Create- 25 new alliances among state
government, business, labor, and higher
education to provide job training programs
that enable workers to adapt to the chang-
ing demands of the workplace. Half of these
will include businesses with fewer than 300
en.ployees.

Although the state’s literacy ini*iative remained
broad, the team had specified three major
directions: illiteracy prevention through educa-
tion system improvements; functional literacy
gains for dependent populations; and
workplace literacy.

Interim Developments: Pitfalls and
Progress

The Missouri team met three times i~ the inter-
im. Because Governor Ashcroft pers :nally as-
sumed leadership of the literacy initiative in the
state, the team acted immediately to secure his
approval of the work they completed at
Academy I. The Governor decided to apooint a
Governor's Advisory Council on Literacy, =hich
would formalize the developmental'work of the
Academy team. :

As with any governmenc-wide policy initiative a
major challenge was to define the roles of the
separate agencies and a mechanism to coor-
dinate the activities among the agencies.

The team requested interim assistance from a
national literacy expert currentiy on assigriment

in the Literacy officz of the U.S. Department of
Education. The team planned an all-day secsion
to discuss administrative and structural options
for the implementation of the state literacy
policy. They hoped to answer such questions
as:

e How can the various state agencies col-
laborate together and with volunteer
groups and the private sector in implement-
ing literccy policies?

e How can the state best identify the resour-
ces necessary for implementasion and tar-
get them for maximum effectiveness?

As the team prepared for Academy II, they
hoped to further address th:se issues.

Aczdemy II: Results'and Rewards

For the Missouri team, persistence paid off.
Continuing to develop its three-pronged ap-
proach to literacy, the team reiterated one
prevention objective, which focused primarily
on education, and two intervention objectives,
which focused on employment and training.

Academy team membersh p expanded to in-
clude the Secretary of State, who was to be ap-
pointed to the Governor’s Advisory Council on
Literacy. By continuing to discuss the ap-
propriate roles and respomnsibilities for im-
plementing the plan, the team was able resolve
many potential turf battles. The employer rep-
resentative and the representative from the
Missouri Coalition for Adult Literacy, who did
not have state agency turf to protect, played a
key role in encouraging both persisience and
collaboration within the team.

During Academy II, the team developed
strategies for the two intervention objectives.
The first addressed the needs of current
workers.

By 1989, Missouri will ensure basic
education skills training for 250 in-
dividuals in at least 25 sites where such




training is not now being provided in
order to maintain and/or upgrade
employment. The sites will serve
agribusiness, manufacturing, and ser-
vice industries.

The draft plan called for the Governor's Ad-
visory Council on Literacy to work with the
Department of Economic Development to
identify at least 40 potential training sites where
workers would receive basic skills educa-
tion/training that would eaable them to adapt
to the changing demand of the workplace. The
process of identification would be based on an
employer survey supported by seven regional
workshops conducted by the Department of
Economi~ ‘Development which would teach
employers how to identify literacy needs in
their firms.

Once the 40 sites were identified, the Depart-
ment of Economic Development would work
with the Department of Elementary and Secon-
dary Education to chcose 25 sites to pilot
employment and training programs. Criteria
for selection would be developed cooperztive-
ly with the community college system and the
Advisory Council on Literacy.

The second intervention strategy ad-
dressed the needs of non-workers. By
1992, Missouri will enhance the
employability of 200,000 non-working
Missourians through the provision of
basic skills and /or job trair.ng. The tar-
geted groups include AFDC payees, dis-
placed workers, high school dropouts
notin the workforce, and persons incar-
cerated and under the supervision o.
the criminal justice system.

Several strategies supported this objective, in-
cluding:

» Exploration by the Department of
Economic Dzvelopment of incentives (such
as training subsidies or tax credits) to
employers to provide skills traiting to

upgrade basic skills of current employees
or displaced workers.

e Implemenc:ation by the Department of So-
cial Services of a statewide "Learnfare/Wel-
fare to Work" program that would enable
AFDC payees through education and train-
ing to make the transition from welfare de-
pendency to employment.

e Improvements by the Department of Cor-
rections in the vocational and academic
education prof -amming in its facilities, in-
cluding materiais and equipment.

e Regulations made by t* * Board of Proba-
tion and Parole to tie achievement in basic
skills training to community release
decisions for prisoners.

e A continuing education program,
developed cooperatively by the Depart-
ment of Elementary and Secondary Educa-
tion and the State University system, to train
providers of literacy services in teaching
portable, functional skills relevant to the
changing workplace.

Finally, the team recommended several general
strategies in the draft document which spelled
out implementation roles and responsibilities:

e The Guvemor will divect his Cabinet Coun-
cil on Education to submit oi. or before
June 30, 1988, an initial plan for the more
effective use of ali resources currently avail-
able for literacy and basic educaticn skills
training, e.g. JTPA, ABE, Wagner-Peyser,
Carl Perkins, Vocational-Education and
Library Services and Construction Act
monies.

e By January 1988, the Governor will direct
the appropriate state department directors
to work with the Department of Elementary
and Secondary Education tc develop and
supply information for a comprehensive
database that will identify the number of in-
dividuals within the targe:ed g1 >ups, their
locations, their characteristics, and their
needs so that prescriptive programming
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can beinitiated. This database shall become
operational no later than September 1988.

By January 1989, the Governor's Advisory
Council will initiate a public information
campaign informing agencies, business,
labor, and the general public of the oppor-
tunities for basic education/skills training in
the state.

The Missouri Coalition for Adult Literacy, in
addition ¢o coordinating literacy awareness
activities and information dissemination, will
facilitate the development of a literacy foun-
dation to fund innovative activities to com-
plement/supplement existing programs.

The Governor will convene an annual
Governor’s Conference on Literacy, in as-
sociation with the Department of Elemen-
tary and Secondary Education to "bring
together and actively involve both the
private and public sectors of the state in en-
hancing literacy and job productivity for
Missourians.”

By 1990, the Governor’s Advisory Councit

on Literacy will conclude a study of the use

of vouchers and other approaches to 1)

stimulate the development of quality

literacy programs; 2) diversify providers;

and 3) increase program chcices for adult
_ learners.

The Office of the Governor will create a spe-
cial accountability task force charged with
developing the tools to evaluate the effec-
tiveness of the literacy policy and action
plan. Such an evaluation would include as-
sessing 1) progress against the plan; 2) the
level of service to individuals; and 3)
program effectiveness as measured by pre-
and post- training functional literacy tests.

The Missouri team left Academy II with a
literacy policy and a two-year iction plan defin-
ing roles and responsibilities. While the ac-
countability component of the plan was not
fully developed, the team ha¢ -ommitted to an
accountability process.

Implementation: Woes and Winners

As of june 1988, Missouri had begun implemen-
tation of all but one of the major strategies
recommended by the Academy team. Most
notable is the establishment of the literacy
foundation, "Literacy Investmen: for Tomor-
row - Missouri” (or "LIFT - Missouri”). The
Board of Dire<:aors of the foundation began
funding innovative projects in Deceraber 1988.

The Governor's Advisory Council on Literacy
has not yet compieted its work but has met
several times under the chairmanship of
Secretary of State, Roy Blunt. In fall 1988,
Academy Team members formally presented a
draft plan and facilitated the work of the Coun-
cil.

Individual agencies are pursuing projects out-
lined in the nlan, such as the model projects for
at-risk youth to ‘ncrease gradv ation rates and
the learnfare demonstration sites. Of the ap-
proximately 20 action steps outlined by the
Academy team to be implemented in 1988-89,
14 are complete or underway.

Final Results

The Governor expects the final recommenda-
tions of the Advisory Council on Literacy in late
fall, 1988. Once approved by the Governor, the
rolicy will serve as the blueprint for statewide
actions in literacy, and th:= &inplementation of
its provisions will be offically tracked. These
recommendations will rexlect the hard work of
the Academy team:" uncovering the facts about
literacy in Missouri; forging public and private
collaboration; and securing interagency agree-
ment on roles and -esponsibilities. The
Academy team built a consensus, which has be-
come the foundation of the Council’s recom-
mendations. Meanwhile, state agencies have
already begun implementaton of key
strategies.

When asked about the usefulness of the
Academy process to Missouri, one team mem-
ber responded: "The Governor’s Offi.: had




ideas about what we wanted to do before the
Academy. The process legitimized these ideas
and gained the commitment and involvement
of others. It also laid the groundwork for the

Governor's Advisory Council. We might have
fulfilled the letter of the policy document
without the Academy; with it, we will fu:1fill the
spirit of the document as well."

THE STATE OF NORTH CAROLINA

The Groundwork

The state of North Carolina was committed to
improving the coordination and effectiveness
ofits literacy programs. There were several bar-
riers to progress. Morth Carolinz's participation
in the Academy highlights how gubernatorial
leadership can promoteinter-agency collabora-
tion even in areas where his constitutional
authority is weak.

Historically, ‘North Carolina's economy has
been characterized by low unemployment
rates with many low-rk%illed, low-paid jobs in
manufacturing and agricuiture, The workforce
inthestatehast.oenless well educated and le_s
skilled than in most wealthier states. High
school dropout and illiteracy rates have been
higher in North Carolina than naticnally. A suc-
cessful literacy effort must confront two
problems: upgrading the skills of the current
workforce and meeting the long-term needs of
the economy, i.e. preparing the workforce for
the skill requirements of the future.

The Governor's Office saw the Academy as an
oppcrtunity to addr... these problems and
create a process that could circumvent or over-
come rivalries between major literacy
stakeholders: state government agencies; the
community college sysiem, which delivers most
of the adult literacy and job training programs;
employers and the business community; and
private non-profit literacy providers. The
Governor's Office, which does not constitution-

ally control ihe community college system,
proved adept at utilizing the process to ac-
complish this objective, focus efforts, and gain
support for several new literacy efforts.

Governor Martin had already taken sever2! ac-
tions:

o He declared 1987 to be the “Year of the
Reader” in North Carolina;

e He established the Governor's Commission
on Literacy and appointed the immediate
past president of the University of North
Carolina to serve as chairman and the im-
mediate past president of Central Piedmont
Coramunity College to serve as executive
director.

The Commission included heavy repre-
sentation from the education com-
munity because they controlled most of
the resources for improving workforce
skills. :

The Governor charged the Commission and its
staff to "develop a strategic plan and implemen-
tation strategy for enhancing adult literacy.” He
wanted the Commissions’s recommendations
to be included in his budgetary and legislative
program 1or the short session of the General As-

sembly in jJanuary 1988. Specifically, he asked
the Commission to:
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o Identify and assess literacy activities occur-
ring in the state;

e Identify thosegroups in need ofliteracvser-
vices;

e Recommend howbest to serve the needs of
those with low literacy and basic skill levels.

The Governor's office viewed the Academy
team as staff to the Coramission: to offer recom-
mendations, serve as a gounding board for
proposals, and assist in the preparation of the
final report. In particuiar, the team wished to
learn about exemplary implementation
strategies from cther states. The application
stated that the executive director and staff of
the Commission were looking for "a quick ap-
proach to getting at the bottom line of the
literacy issue without worrying about the form,
to identify viable policy alternatives...and to
find an approach for a 'hands-un’ session in
strategic thinking for the Commission itself.”

North Carolina’s team included the executive
director of the Governor's Commission on
Literacy, the Governor’s senior education ad-
visor, the director of the Division of Employ-
ment and Training Uevelopment, and staff from
the Division of Policy and Planning.

Academy I: Struggles and Success

The process of Academy I was difficult for the
North Carolina team. Only one of the team's
five members was a member of the Governor's
Commission. The +.am leader, executive direc-
tor of the Commission, was not ccrtain that his
involvement in the Academy project would
benefit his work with the Commission.
Academy I content stressed jobs and produc-
tivity as outcomes for literacy initiatives, yet the
North Carolina initiative had to focus on educa-
tional as well as economic development out-
comes.

For these reasons, Academy I did not prove as
useful in building collaboration as the North
Carolina team had hoped. Nevertheless, by the
end of Academy I, the team had developed a

draft policy document, which it felt would be
useful to the Commission.

The team’s goal stated that:

North Carolina is committed to helping all
citizens join in strengthening the state's
economy. In order to do so, North Caroiina will
focus the resources of business and industry,
volunteer organizations and public agencies to
provide literacy and basic skills training for the
segments of its population requiring assistance:

e youth at-risk of not successfully completing
high school

high-school dropouts

working poor

displaced or dislocated workers
under-skilled workers

Policy objectives included:

e Increasing the average rate of student
retention;

e Creating new joint ventures between busi-
ness/industry and service providers to offer
literacy and basic skills training that will
enable under-skilled workers to adapt to
the changing dernands of the workforce;

e Implementing measures of success for
liveracy and basic skills progran:s;

e Devising a plan to serveiiliterate individuals
living in rural areas of high unemployment;

e Offering literacy training to those in-
dividuals seeking to improve their life skil's
and citizenship skills.

Each objective had a target date an~ desired
outcome and several suggested strategies.
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Several questions faced the North Carolina
team as they returned home from Academy I:

e How were the recommendations of the
team going to be integrated with the work
of the Commission?

e Howcould theteam, asstaffto the Commis-
sion, support the collaborative effort that
would be necessary for planning and im-
plementing new literacy initiatives?

Interim Developments: Pitfalls and
Progress

During the summer, the Academy team mem-
bers revised the state team product and
presented to the Commission chair a process
for fulfilling its charge. They offered staffing as-
sistance to the Commission and suggested
several content areas for sub-committee study
including:

e Outreach and referral to specific target
groups;

e Expansion of the variety, effectiveness, and
adaptabi..ty of literacy programs;

e Improvement in the performance of exist-
ing programs, including high school
dropout prevention programs;

e Examination of the roie of literacy i» the
workplace, forging better links between im-
provement in literacy and opportunities for
career advancement;

e Enhancing the role of literacy in the home
and the community.

The Commission decided to pull in several con-
stituencies by organizing into four focus

groups:

1. Therole of the private sector. The Commis-
sion worked with the pre-existing
Governor's Business Education Commit-
tee,

2. The relatdonship between dropout preven-
tion and adult literacy development. The
pre-existing Task Force on Youth At Risk
worked with the Commission in this area.

3. Inter-agency coordination. State agency
heads met once to ensure the Commission
understood the issues involved in promot-
ing greater coordination.

4. Theneeds of service provider organizatior:s
and their clients. A group representing
adult basic education, volunteer literacy
councils, private non-profit literacy
programs, state agency literacy programs,
and an urban coalition met often and
drafted recommerndations to the Commis-
sion.

Tiie Commission and the Department of Com-
munity Coileges jointly sponsored a survey of
literacy providers and program participants.
The Commission contracte with the State Of-
fice of Budget and Manage.ment to analyze the
1980 census data and to estimate, at the coun-
.y level, the percentage of persons likely to be
deficient in basic skills.

Progress was steady, but slow. By late fall 1987,
the Commission's focus groups had begun
work. Hopirg for a product by January, the
Governor's Office felt the timing ¢ . Academy II
(December 1987) was in conflict with the
Commission’s workplan. Also, they faced
shortagesin of out-of-state travel funds. Several
weeks ~rior to Academy II, the Governor's O%-
fice decuded not to attend the second Academy
meeting.

Further Progress

In May 193§ the Governor's Com:nission on
Literacy released its draft recommendations.
Three major steps were proposed:

1. Creation of a North Carolina Advisory
Council on Literacy. The Council should
have 22 members appointed by the Gover-
nor *o represent the Department of Com-
munity Colleges, the North Carolina
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Literacy Association, business and industry,
and citizens at large, aswell as the president
of the Community College system, the
director of the North Carolina Literacy As-
sociatiop, the State Superintendent of
Education, a state senator and a state rep-
resentative.

2. Creation of a North Czrolina Literacy "ust
Fund that would encourage private finan-
cial contributions to the literacy effort and
provide additional rescurces to support
I+--th public and private literacy efforts.

3. Creaion of an Office of Literacy in the
Department of Administ-ation that would
provide st: 7 support to the Advisary Coun-
cil and the Literacy Trust Fund.

Further, the Commission recommended that
the Council:

e Map «xisting services and resources;

o Identify program objectives, service
delivery mechanisms, numbers of persons
serviced, and the nature of services;

e Id. 1itify gaps in services;

e Analyze relationships among services to
identify needs for increased coordinat’on.

The Commission suggested six policy goals for
the work o! the Council and the Trust Fund and
offered strategies for accomplishing them.

1. Focus on the needs of aduit learners with
specific attention to the needs of welfare
recipiznts, high school dropouts, dislo-
cated workers, the working poor, the un-
emplo >d; parents of atrisk youth, and
warkers with limited literacy skills who are
employed by small businesses;

2. Enhance literacy education in the

workplace;

3. Foster cooperation and coordination
among state agencies and the private sector
in order :D get maximum impact from exist-

ing programs;

4. Increase program effectiviness and ac-
countability;

5. Support public education reform to
prevent future adult illiteracy;

6. Facilitate programs in which pareats and
children can jointly enhance their literacy
skills.

Based on the work of the Comnmission, several
literacy-related budget items, totaling ap-
proximately $5 millicn and including a new Of-
fice of Literacy, were added to the Governor's
propcsed budget.

Final Results

As of June 1988, the Office of Lituracy had been

established.

In addition, funding fom several sources has
been found for:

~ Adrop-out prevention program to provide
remediation and genera! counseling for at-
risk youth;

e Eight pilot preschool programs to serve the
literacy needs of parents and children
together;

e Customized literacy programs for =xisting
small businesses provided vy the com-
munity colleges;

e A"Boston Compact™like program for at-risk
youth aged 16-24;

e A basic skills enhancement program fu.
employees of state ogencies; and

® A quasi, university-based, techni.al assis-
tance network and resonrce tank for
Literacy professionais, volunteers, and in-
dustry needing customized lii>racy
programs.

The North Carolina team has reason to feel
proud of its accomplishments. It had designed
aprocess, using the Academy as a starting point,
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which accomplished all of the major objectives.
Ithad created amechanism that would facilitate
public/private collaboration; it had en-
couraged participation by the private sector; it
had enhanced the Governor's authority in the

development of literacy policy. Finally, it had
redirected existing resources or found new
resources for efforts that supported the dual
policy objectives.

THE STATE OF TENNESSEE

The Groundwork ‘

Like other states, Tennessee confronted a
serious literacy problem, one that was growing
annually. Butit had fewservices inplace to com-
bat the problem:. The team felt that Tennessee
needed to take action immediately to expand
public awareness and services.

Tennessee’s application detailed the facts:

At least'since the 1970s, Tennessee has
had a persistent high school dropout
_rate of approximately 30 percent. With
theadve’it of swift technological change
and concurrent increases in job expec-
tations, there has also been a significant
growth in:a cohort of adult workers
whose skill leveis have either never
equaled new job expectations or whose
skilt levels are falling behind...there may
be as many as a 200,000 illiterate adult
Tennesseans and nearly 2 million who
are functionally illiterate or rapidly be-
coming functionally illiterate, due to

changing workplace expectations.

Both youth and adult illitexicy and functional
illiteracy in Tennessee have been increasing at
an estimated annual rate of pernaps five to ten
percent..A state-sponsored adult Lteracy
program was started in 1985...Independent
literacy coalitions had started much ear-
lier...when it became evident that the federally

funded, state administered Adult Basic Educa-
tion program was not effectively reaching and
serving the least educated Tennesseans.

Govermor McWher.er responded to this situa-
tion by setting a goal to "eliminate adult il-
literacy by the yéar 2000." He appointed a new
executive director for Adult Education. The
Tennessee Literacy:Coalition, an independent
org-nization, also became active in developing
ove all state strategies for dealing with the
literacy problem.

The new executive director led the Tennessee
team throughout the Academy project. He was
joined on the team by the president of the Ten-
nessee Literacy Coalition, a representative from
the Tennessee Department of Labor, and arep-
resentative from the Governor's office. The
team leader approached the Academy with
many specific solutions already in mind.

Academy I: Struggles and Success

During Academy I, the Tennessee team faced
competing priorities. Because the team under-
stood that L:zracy was "everybody’s problem,”
they wanted to push for an interagency, col-
laborative approach. However, they also
need:d to focus on service expansion because
the literacy services system was so meagre.

A sense of urgency prevailed in team meetings.
The Academy process called for policy develop-




ment, yet the team leader was eager to specify
strategies and make action plans. Literacy had
languished at the bottom of the budget priority
listfor years, and the team leader feltitwas time
for change — time to expand effective literacy
programs. The state was not interested in intel-
lectual discussions on alternative literacy defini-
tions, accountable service provision, or proper
policy format. '

Consequently, the Tennessee plan from
Academy I was short on policy goais and objec-
tives: but lor:g on specific, operational objec-
tives. These objectives made it clear that
improving literacy levels in the state was a fast-
moving train — "jumg on board or move out of
the way". They were:

e By September 1987, the State of Tennessee
changed the funding emphasis in support
oflocal adult education programs to reflect
a literacy initiative: 60 percent for literacy,
30 percent for adult basic education, and 10
percent for GED instruction.

e ByDecember 1988, increase the number of
workplace literacy programs to at least 10.

e By December 1988, recruit, retain, teach,
and advance 30,000 Tennesseans from
entry grade-level (0-4) to mid-range ABE
programs (5-8), to GED programs, techni-
cal training programs, and /or employment.

e By December 1988, develop linkages and
coordination efforts with at least six public
and private social service agencies to maxi-
mize literacy services to the least educated
Tennesseans.

e 2vDecember 1988, enhance public aware-
ness of the Tennessee literacy initiative by
20 percent.

e By December 1990, establish one evening
high school in four additional SMSAs.

e ByDecember 1990, in cooperation with the
Departments of Employment Security and
Human Services, develop an educational
enrichment program with special focus on

the parents of the approximately 300,000
children and youth currently living in home
environments characterized by poverty and
illiteracy.

In addition to the abiove objectives, the Ten-
nessee pian listed a number of strategies and
creative ideas.

e Develop and implement an easily ad-
ministered, reliable test for detecting learn-
ing disabilities for use by adult education
programs in all 95 counties;

e Create adult education and training coun-
cils within each of the current DOE develop-
ment districts with representation from
social service agencies, schools and col-
leges, governmental and non-governmental
agencies, business and industry;

e Create an adult literacy statewide coor-
dinating committee;

e Develop full-tine adult basic education

programs, staffed by experienced person-
nel and certified adult education teachers;:

e Develop, in cooperation with public and
private service providers, a Tennessee
Literacy Corps, a distinctive organization to
recognize all literacy providers and
graduates of literacy programs;

e Create 2 community award program and
honor ali communities and counties which
achieve significant success in raising literacy
levels.

By the end of Academy I, the Tennessee agen-

da for action, already well-developed prior to

the Academy, had been finalized. The team

leader was able to cement relationships be-

tween adult education and the state Depart-

ment of Labor, the literacy coaiition‘and the”
Governor’s Office. The team leader was eager

to return home and begin implementation.




Interim D‘cvelopments. Pitfalls and
Progress

By June i8, 1987, the Executive Director for
Adult Education -and the Tennessee Literacy
Coalition began implementation of the "15
point plan.” The plan had been approved by the
Commissioner of Education and forwarded to
‘the Governor who also approved it.

In addition to the objectives developed at
Academy I, the plan called for:

e Fulltime, year-round literacy programs in
all counties, beginning with the 51 part-time
programs now in place;

e Workplace literacy programs in all major
businesses and industries;

e Literacy programs in inner-city housing
projects and apartment complexes;

e -Corps of Tenn=ssee Tomorrow students to
provide peer tutoring for other students;

e College and university-developed tatorial
programs for at-risk high school students,
those who have failed the proficiency tests;

e Astatewide Governor’s Advisory Council on
Adult Education.

No firm budget request was attached to the
plan. But funding was available to begin im-
plementation in certain areas. While tiie team
did not meet regularly during the interim, the
team leader did keep in touch with the mem-
‘bers by phone. A lot was acccmplished:

e Fulltime literacy programs were estab-
lished in €9 counties.

e Five, 10-day university-based training
prograras were held for ABE teachers in
‘group -instruction techniques for literacy

programs.

e A statewide training program was held for
full-time, paid literacy coordinators.

e The Department of  Education
strengthened linkages with independent

literacy organizaticns and it is supplying
them with curriculum materials.

e September 8 was declared Tennessee
Literacy Day — a big celebration took place
in a rural county with the Governor speak-
ing over statewide public T.V. hook-up.

e A major public relations literacy breakfast
was planned in connection with Project
Plus.

‘While initial actions had been very successiul,
severai pitfalls were surfacirg. Developing col-
laborative approaches with siate agencies such
as labor arid social services was taking a lot of
time. Furthermore, it was becoming apparent
to Tennessee's team leader that a well-or-
‘ganized funding strategy was going to be
needed to secure recent funding expansion
and gzin additional new funding. For example,

'JTPA 8% funds could be allocated several places

for different purposes. Finally, to:accomplish
the 15 point plan would require an appropria-
tion from the Tennessee Legislature some six
to eight times larger than the current ap-
prepriation. Even with the Governor's support
this might be difficult to achieve.

Academy II: Resalts and Rewards

The team arrived at Academy II enthusiastic
about the budget increase they hoped to
receive from the legislature. They organized
their programmatic initiatives into an overall
policy that would capture the support of the
legislature.

Therevised pblicy goal of the Tennessee policy
document stated:

Governor Ned McWherter has stated
publicly on many occasions his gozl to
eliminate adult illiteracy by the year
2000. It is the goal cf the State of Ten-
nessee to reduce educational barriers
to employmeat, retard the growth of il-
literacy, and upgrade basic and affective
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skills of the least educated Tennes-
seans.

The team identified seven target groups in the

plan:
1. At-risk high school students;
2. Unemployed adults (including AFDC -

3.

T2cipients);

Marginally employed adulis (those working
at ‘minimum wage or whose continued
employmeant is at risk);

4. Displaced workers (estimated at 1,500);
5.
6
7

Employed adults needing basic skills;

. Incarcerated youth and adults;
. Rural, isolated adults.

The team developed a list of strategies to-ad-
dress the literacy needs of the above groups.
The strategies encompassed three areas:
prevention, workforce and workplace literacy,
and agency linkages.

Prevention:

e Raise the mandatory high school comple-

idon proficiency level to tenth grade;

Increase the high school completion

-(graduation) rate from 75 percentto 90 per-

cent by strengthening existing support
programs within the elementary schools
and expanding peer-turoring programs
provided by the Governor's Youth Literacy
Corps; ¥

Workforce / Workplace Literacy:

Establish an annual challenge grant com-
petition for local literacy prcgrams to
design and implemment workplace literacy
programs, with at least one going to a
metropolitan model and one to a rural
model; v

Develop workplace literacy programs in 50
major businesses and industries, including
vocational retraining programs for dis-

placed workers with limited, non-trans-
ferable skills;

Honor model workplace literacy sites
through a statewide recognition program;

Establish literacy programs for un-
employed adults in inner-city housing
projects and apartment complexes, using
residents as both tutors and students;

Provide parole or other incentives for allin-
carcerated youth and adults who achieve
literacy and basic skills;

Establish, through joint efforts of the Ap-
palachidn Regional Commission and the
Departments of Educauon, Labor, and
Employment Security, pilot projects in
rural, isolated counties to help .adults
develop entrepreneurial skills, within the
context of a basic literacy program, that will
enhance their potential to develop new, vi-
able busiriesses to provide employment for
themselves and their neighbors.

Agency Linkages:

e Include workforce literacy programs in the

Governor’s annual goais and objectives
under the Job Training Partmership Act;

Encourage Private Industry Councils
wherever feasible to support local literacy
programs in implementing workplace
literacy projects;

Create within each of the 14 Private In-
dustry Councils a non-voting subcommittee
representing all social service agencies,
schools and colleges, gcvernmental and
non-governmental agencies, businesies

-and industries to coordinate a three-tiered

approach to adult education focusing on 1)
basic education for the unemployed; 2)
basic education. for the marginally
ermnployed; and 3) bacic education for per-
sons employed in stable situations but who
lack basic skills.
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e 'Workwith the Tennessee Literacy Coalition
to unite all independent literacy agencies
and link their programs directly to state
adult education programs at all levels to
facilitate the upward mobility of adult sti-
dents through the educational system and
into gairful employment.

The Tennessee 15 point program had béen
transformed into a policy document whose
overall objectivewas to increase state ABE fund-
ing for literacy by 400 percent.

The policy document firmly connected the
literacy effort to jobs and economic develop-
ment. The team hoped this connection would
strengthen their request to the legislature and
build ~lliances with the business: community
and other state agencies. The team also iden-
tified creative opportunities for interagency
collaboration. For example, theAcadcmyI draft
plan called for the creation of Adult Education

and Training Councils within each DOE district..

The Academy II plan recommeénded, instead,
the creation of literacy subcommiittees within
each existing Private Industry Council, which al-
ready functioned as a forum for educa-
tion/business collaboration.

Team members recognized that firm numbers
of individuals to be served were still absent
from the action plan. Although outcome levels
-of literacy proficiency were set for each target
group, the plan did not specify how these out-
comes would be measured or how programs
would be held accountable for outcomes.

The team returned to Tennessee with a
stronger policy and acticn pian, which they
hoped would position them for a dramatic
funding increase.

implemeniation: Woes and Winners

While the Tennessee team did not win its full
funding request from the lcgislature, significant
gains were made. Two additional programs

brought the total of counties having full-time,
year-round literacy and basic education
programs to 71.

Literacy programs were developed for new
consumers in new locations: workplace literacy
programs for 25 major businesses and literacy
programs in inner-city public housing projects.
A community iiteracy award, the Sequoia
Award, was established to honor ccmmunities

-making significant literacy progress.

Structural changes in the delivery and curricula
of literacy programs have occurred as well.
Linkages now exist between agencies and
providers, creating a literacy continuum which
guides adults through basic literacy attainment
to functional literacy skill development, to GED
preparation, technical training or job place-
ment.

New alliances have been forged. The literacy ef-
fort now has abusiness support group com-
prised of 207 major businesses including Bell,
Levi-Strauss, and GTE. GTE is sponsoring a
matching program: for every 150 hours of
employee time as a literacy volunteer, the com-
pany donates $1,000 to a literacy provider.

Final Results

Although dramatic state funding increases were
not achieved, the Tennessee team was pleased
withits accomplishments. The team fleshed out
an action plan, strerigthened alliances, and
moved quickly to expand literacy services
wherever possible. The team leader readily ac-
knowledges that more needs to be done:
public awareness of the literacy issue must con-
tinue to grow until state funding-for literacy
matches the needs of Tennessee’s citizens;
long-range planniag for literacy enhancement
must occur to stabilize an adequate funding
base. The Executive Director of Adult Educa-
tion already has ideas in mind. He is moving for-
ward with the full support of the team backing
him.




THE STATE OF UTAH

The Groundwork

The state of Utah confronted a dilemma: the
literacy training needs of its population were
rising, yet the state faced a budget deficit re-
quiring cut-backs in adult education services.
Although approximately 200,000 Utahns lacked
high school diplomasin 1986 the state was able
to serve only 11 pércent of that target popula-
tion. The small; but long-established adult basic
education unit within the State Office of Educa-
tion (headed by a state supenntendent ap-
pointed by thé State Board-of Education) felt
that without increased political visibility and
more cost-effectivé programming its ability to
meet increasing adult literacy needs would be
severely impaired. i

Although Utah has one of the nation’s highest
levels of literacy, state policymakers recognized
the long-term negative impacts:on the state of
those with low literacy levels:.

Utahans: who do not complete high
school earn about two-thirds the salary
of those who do. Over one-third of the
mothers receiving Aid to Families with
Dependent Children (AFDC) are il-
literate. In addition, a great number of
underemployed lack literacy skills.

Further, they recognized the special difficulties.

encountered in .meeting literacy needs in a
predominantly rural state:

In the rural areas of the state, literacy
programs for adult students are very
limited and the costs of formal
programs in these areas are prohibitive-
ly high because of sparse population
and geographical distance.

In response to these problems, Governor
Bangerter planned to establish an adult literacy
commission to review the situation in Utah and
recommend solutions. He appointed the
Academy team, with his education policy aide
as the chair. The team hoped that their par-
ticipation in the Academy project would help
them answer the following questions:

o Should existing and/or new educational
resources be prioritized in a differen. way?

e Can the literacy problem be effectively ad-
dressed through education reform alone —
-for example, illiteracy prevention in the
schools or implémentation of the Utah
CORE Curriculum?

e Should remediation and/or second choice
opportunitics be provided?

e IsUtah's economic growth and/or jobs and
product competitiveness affected by this
problem?

e Shouid there be a reassessment of delivery
approaches and/or entitics for dropouts
and/or potential dropouts?

e Can computer-managed and technology-
assisted instruction be provided to reduce
the number of people without high school
diplomas or literacy skills?

Academy I: Struggles and Success

While the Governor appointed a nine-person
team to participate in the Academy project, the
state was able to send only three individuals o
Academy I because of out-of-staie wavel limits.
Representatives from the Govemor’s Office,
the state Department of Education, and the Of-
fice of Job Training for Economic Development
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attended. Within the team, members had dif-
ferent levels of knowledge about literacy
programs as well as varying levels of motivation
to address the problem. In early sessions, team
progress was slow.

Inspite of these difficulties, the team produced
asolid draft policy statement, excerp:ed below:

Utah’s economy is well balanced and
diversified, but stagnant at the present
time. The Governor’s primary policy is
to address curreat economic conditions
by encouraging growth in existing
moderate to small business and by invit-
ing new industries into the state. In
order to attract this growth, we must
supply a labor force with adequate
skills.

Approximately 200,000 adults lack basic skills
for adequate employability, vocational entry-
level job training and/or job retraining. Twen-
ty thousand of these adult' are recent

immigrants with limited or no English language

skills,
Policy Goals:

‘e To provide basic and problem-solving skilis
to the target population.

e To include the target populations in the
economic development discussion because
higher literacy will help attract business to
the state.

Obfectives:

e By the year 2053, 100 percent of Utah
adults will compiete a GED or high school
equivalency program.

e By 1992, Utah will provide English as a
Second Language (ESL) and other basic and
problem-solving skill training to the 20,000
immigrants and help them find approgriate
employment.

e By 1995, 180,000 adults who now lack ade-
quate skills will have acquired basic and
problem-solving skills and be employed.

The Utah team entitled their plan "Utah AC-
CESS: The Governor's Literacy Program." They
formulated the following strategy:

Establish the Governor’s ACCESS Com-
mittee to 1) raise awareness of the
200,000 target adults and include them
in the state’s economic development
dialogue; 2) develop a database of
demographic and educational charac-
teristics of the target populations; 3)
develop a database of resources; and 4)
define priority target groups in the con-
text of Utah’s shifting economy.

The team leader returned home confident of
building momentum.

Interim Developments: Pitfalls and
Progress

By late July, the Academy team, expanded toin-
clude private sector rcpresentation, had be-
come the ACCESS. team. The draft policy
document was presented to both the ACCESS
team and the Governor. It was well received.
The ACCESS team became a steering commit-
tee coordinating the work of three governor-
appointed task forces:

1. No Read-No Graduzte Task Force, ¢ aired
by adult educasion pérsonnel;

2. No Read-No Parole Task Force, chaired by
a member of the state legislature; and

3. Literacy and Economic. Development Task
Force, chaired by th= Office of Job Training
for Economic Development.

The task forces met during the late summer and
fall; progress was steady but slow. Utah had en-
countered a pitfall often experienced by states
attemptingto design and implement ;.ew policy
directions. Developing new policy requires in-
vestment: top-level attention and decision-
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making from all major, relevant agencies as well
as sustained time commitment on :he part of
staff. For a variety of legitimate reasons, the
state of Utah was not able to invest as heavily as
it wanted to.

The te.im hcped o bring a finalized policy
document with them to Academy II and be
ready for operational planning.

Academy II: Results and Rewards

The team- arrived at Academy II facing heavy
odds back home. The Utah economy had not
improved. Executive and legislative :attention
was focused on state budget problems. The
team leader had changed jobs, leaving the
Governor's Office for the Department of Com-
munity and' Economic Development. The
Governor confronted a-tough re-election cam-
paign in November 1988.

Although the team remained committed to con-
necting literacy to economic development, ; the
language in. the Academy II revised plan
reflected the team’s lowered expectations. The
objectives of the plan emphasized aceess to ser-
vices for the target populations, 7ot the out-
comes of increased literacy levels or

employment.

The Academy II action plan outlined four steps
to complete the Governor's ACCESS policy:

1. Define and quantify the target group:
The Departinent of Community and
Economic De:velopment (DCED) was desig-
nated to provide current estimates of the
numbers-and demographic characteristics
of the target populations, including welfare
status, levels of education, age, sex, eth-
nicity, labor force and family status. The
Department planned to enhance its infor-
mation with data from Social Services, Adult
Education, Community-based organiza-
tions, and the private sector.

2. Ideniify, coordinate, and catalog exist-
ing resources: DCED committed to ac-
complish this in cooperation with the

Liaison Committee of the State Board of
Education and the State Board of Regents.,

3. Implement an accountability system for
literacy programs: The Governor was to
establish an ad hoc committee, with repre-
sentatives of affected agencies, organiza-
tions, the client populations, and the
private sector. The committee would "es-
tablish criteria and propose methods to
measure the accountability of programs
serving the target population. The vystem
should address areas such as program

results and cost effectiveness, best use of -

current accountability systems, and the
concerns of the private sector."

4. Develop the Governor’s Adult Literacy
Policy: The ACCESS team sub-committee
on Literacy and Economic Development ac-
cepted responsibility for the development
of this document.

Although the Utah team left Academy I¥ with

-reduced éxpectations, they had made progress

ontheir plan. For the first time, action steps had:
responsible agencies and .organizations as-
signed. This was likely to generate the staff
power necessary to produce results. Further-
more, it was apparent from the language of the
action plan -that ownership of literacy had
broadened: it was no longer "a program" lo-
cated in ABE but an issue of major importance
to the economic growth of Utah. The Depart-
ment of Community and Economic Develop-
ment had accepted a major role in addressing
the literacy needs of the state. For Utah, this
shift was ¢ major success.

Implementation: Woes and Winners

Subsequent to Academy II, the new-education
policy aide in the Governor's Office assumed
leadership of the literacy initiative. The lead
role in implementation was shifted to the State
Director of Adult Education, and the Depart-
ment of Comniunity and Economic Develop-
ment reduced its involvement. The directions
set by the Academy team influenced the
development of three products:
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1. The No Read-No Graduate Committee
Report. The report presented 16 recom-
mendations designed to.strengthen read-
ing programs at the local district level, The
recommendations called for identification
of model reading piograms, appropriate
pre-service and in-service training in: teach-
ing reading for publicschool teachz=rs;man-
datory reading testing for -all students at
least .every two years, diagnosuc assess-

_ ments “orall students that do not meet pass-
ing  score requiremexts,
instruction and services for all students
below the passing score, and public' dis-
closure by schoo! district of reading test
resuits. The Comumittee also recommended
establishing deimonstraticn reading sites

‘and/or programs and targeting, special

program funds to students whb"perfonn.

below passing score requirements. The
Committee suggested: the - -report _be sub-
mitted to the Utah State Board of Education
for its approval.

2. Proposed legislation establishing a wel-

fare-to-work program similar to
California’s GAIN program. The
proposed legislation coupled the con-
* tinued receipt of ‘welfare benefits with
literacy education, job training, and job
placement opportunities and activities.

3. The Utah Adult Education Program Plan

of 1989.1991. The Plan incorporates
several of the policy goals laid out by the
Academy team and targets several high
priority populations: adults with limited
English language skills, adults froim urban

remedial

arcas with high rates of unemplo, ment,
adults from rural areas, immigrant adults,
and institutionalized adults. .

The Plan also states as a goal the develop-
ment of a "mastery/cutcome-baszd adult
basic and adult high school curricula which
atilizes computer-managed and technol-
ogy-assisted instruction."

Final Results

Sometimes well-founded initiatives are over-
taken by events:

This proved to be the case in Utah. The change
in personnel in the Governor’s Office and the
shift in leadership from the Department of
Community and Economic Development to the
Department . of Bducauon complicated im-
plementation of Utah ACCESS. In winter-spring
1988, a rising tax-payers revolt became a major
concern.of both the legislatv : und the Gover-
nor and sounded the death knell of a major
literacy initiative.

As:of June 1988, the recommendations of the
No Read-No Graduate Committee Report had
not yet been forwarded to the State Board of
Educaticn for approval. The draft GAIN legisla-
tion did-not make it out of the legiclative ser-
vices office, though it may be submitted next
session. For the near future at least, Utah AC-
CESS remains a good plan with some promis-
ing components, awaiting a more favorable
political climate.




THE COMMONWEALTH OF VIRGINIA

Tae Groundwork

The Commonwealth of Virginia knew exactly
what it wanted to accomplish through the
Academy project. The Virginia Literacy Initia-
tive was well underway, perscnally directed by
Governor and inspired by Virginia's First Lady,
Jeannie Baliles. By spring 1987, the Common-.
wealth had decided on an organizational struc-
tuie for the literacy initiative; now it had to
decide what the structure was going to do:
Virginia's participation in the Academy il-
lustrates one team’s success in 1aovirig an issue
from reorganization, to policy developinent, to
implementation and institutionalization.

Literacy as well as education reform was a top
priority in Governor Baliles' administration,
and the Governor had already taken several ac-
tions, including the following: -

® Requested and received a Cabinet-level
propocal (tagged by the pressi1s "No-R=ad,
No-Release”) that, on implementation,
would” provide incentives for prison in-
mates to improve their reading, writing, and
computational skills.

o Created the Governor's Commission on Ex-
cellence in Education to advise him on
Virginia's educational needs leading into
the 21st Century.

e Endorsed a Commission recommendation
creating a "Literacy Passport"® program to be
implemented by spring 1988. The program
would require literacy tests in reading, writ-
ing, and arithmetic for all students in grade
six and would award a "Literacy Passport" to
those who passed. Remediation would be
provided for those who failed, and the test
repeated ingrades sevenand eight, if neces-

!’/7"
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sary. Passing the test would be required for
promotion to the ninth grade.

Inthe spring of 1987, the Governor detailed the
structure for Virginia's Literacy Initiative. Two
organizational entities, one state and ore
private, each with a strong mandate to coor-
dinate and collaborate, would initiate literacy
policy and activities.

The State Adult Literacy Committee..(SALC),
composed of agency representatives appointed
by the Governor through the Secretary of
Education, was responsible for adopting and
overseeing literacy- policy, hiring a State
Literacy Director and coordinating state efforts
with the Virginia Literacy Foundation.

The Virginia Literacy Foundation Boara
(VLFD), composed of literacy providers, fund-
raiser;, prominent citizens, legislators and
others was responsible for coordinating private
efforts, hiring an executive director, providing

_grants to local groups, and coordinating with

the State Literacy Committee.

Now that the structure was in place, the First
Lady was impatient for action. Although she did
not officially chair Virginia's Academy team, she
was the point person throughout ail their dis-
cussions.

Academy: Struggles and Success

The Virginia team set specific objectives for its
pariic.pation in Academy I:

e Integrate the State Adult Literacy Commit-
tee (SALC) into 2 cohesive and informed
group with a clear and definitive under-
standing of its task;
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e Identify and delineate the singular and joint
roles of the public and private segments of
Virginia's literacy effort;

e Create a blueprint for an inter-agency ap-
proach to literacy, including long- and
short-term objectives, time-lines, and
bench-mark evaluation criteria;

¢ Identify federal, state, and I._ { literacy
resources.

Virginia had selected a powerful aad repre-
sentative team. Each member had strong

opinions on the directions the literacy initiative
should follow. Early team sessions consisted of

lively ‘and honest discussions. In addition,

members were uncertain about mcdyhowthe
SALCiand the VLFB would take leadership,
divide ‘responsibilities, and coordinate ac-
tivities. Since the executive directors of the two
organizations had nit yet been hired, the team
was aware it was making decisions that might
need gdjus‘fment in the near future,

By the .close¢ of Academy I, the team had
deveiloped a strong policy document which
would guide the early implementation phase of
the new Jiteracy organizational structure. The
team set three policy goals:

1. Prepare a more literate, productive work
force, able to meet the demands of the fu-
ture;

2. Provide equal access to quality adult
literacy programs to accommodate: the
diverse geographic regions of the state;

3. Maximize the use of all available resources
to meet the needs of the target populations
and easure the continuatiot: of the literacy
initiative in Virginia.

The team identified target populations in its
problem stateinent:

s
Itisestimated that 678,000 adults or ap-
proximately 22 percent of our state
populatton do not read, write, com-
pute, or reason well enough to function

adequately in their environment, or
simply do not read at all...The 678,000
persons in this target population have
specializec. needs and include the rural
and inner city poor, single and teenage
parents, prisoners, dropouts, displaced
workers, young adults, older Virginians,
and the underclass.

An estimated 17,500 or 3 percent of these
adults were being served currently through
public and private efforts. This rank=d Virginia
48th of the 50 Urited States in the percentage
of the target population being served.

Virginia's. policy objectives focused on filling
this service gap:

e By 198), increase the number of persons.
served in adult literacy programs by more
than 300 percent, from 17,500 to 60,000;

e By 1989, increase the nuniber of persons
enrolled in public and private workplace

adult literacy programs by 300 percent,
from approximately 600 to 1,800;

e By 198¢, ensure that adult literacy services
are available to all persons within one
hour's drive from their residences;

e By 1989, identify the not-reached segments
of the target populations and provide and
implement ‘nnovative program models for
them;

e DBy 1988, have available a system for the as-
sessment of literacy program effectiveness;

e By Jannary 1988, establish regional literacy
comenittees that will plan and implement
regionzi and local literacy strategies;

@ By September 15, 1987, delineats the
responsibilities, roles, and relationships be-
tween the SALC and the VLFB.
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Finally, the team generated a list of strategies to
accomplish their objectives. These included:

e Develop and implement a broad-based
marketing plan;

¢ Improve adu't literacy services offered by
state agencies and volunteer groups;.

¢ Expandthe role of the Job Training Partner-
ship Act in literacy services;

e Target funds for local empioyer/workplace
literacy progiams;

e Provide tax incentives and techrnical assis-
tance to employers who offer workplace

literacy programs;

¢ Regionalize literacy program offerings; vuse
innovative dciivery systems inolving
mobile units and video technology;

e Provide support services such as transpor-
tation and child care to literacy service con-
sumerv;

e Conduct a literacy needs assessment to
identify target populzdons that do not have
access to literacy services; analyze state- and
community-based  organizations that
provide services other than literacy to these
target groups; connectthesc providers with
literacy services.

Although the plan did not yet specify which or-
ganizational entity would take the lead with
cach strategy, the team lefc Academy I with a
commitment to establish a liaison committee
composed of two members each from SALC
and VLFB' who would meet at least semi-annual-

Iy to ensure cooperative efforts between the

public and private sectors. Specific delineation
ofroles, responsibilities, and tasks should wait,
the team felt, until the executive directors were

hired.

The plan developed at Academy I was broad. It
identified a large target population and implied
an extensive workplan. It did not address the
possibility that only limited funds might be

available. For example, it did not set priorities
of special populatioas within the target group;,
it did not set functional literacy leveis as par-
ticular outcomes for particular target groups.
However, a blueprint was in plare for the new
executive directors of SALC and VLFB to ad-
dress as soon as they came on board.

Interim Developments: Pitfalls and
Progress

During the interim, the Virginia team h=ld a
planning retreat with the newly hired executive
directors of SALC and VILFB.

The Initiative made significant progress:

e The VLFB bégan a major fund-raising cam-
paign and garnered significant -contribu-
tions from individuals and private sector
groups. Plans were developing to award
grants to private literacy providers.

e SALC submitted to <he Governor and legis- A

lature abudget request of approximately $4
million for the upce.ning 1988-90 bienniurn
with the objectives of expanding state agen-
cy literacy ‘services, increasing-workplace
literacy programs, consolidating state
literacy activities, and coordinating a
statewide literacy Lystem.

e Planning had begun on the establishment
of12 regxonallitmcycoordimtingcommit-
tees across the state. The committees were
to be composed of public and private
literacy education lcadu's, providers, and
support groups; their task was to facilitate,
coordinate, and support effective literacy
services.

e A statewide literacy conference was
planned for winter of 1988.

e SALC began implementation of a two-part
state employee literacy program to 1)
pre Ade literacy services to state employees

who choose to improve their reading skills; -

and 2) train groups of committed state
employees to serve as literacy tutors.
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e The Initiative developed and disseminated
statewide a handbook of policy guidelines
for improved literacy education and

programs.

The team approached Academy II with a full’

staff complement, ready to develop a specific
two-year zction plan to implement its policy.

Academy II: Results and Rewards

At Academy 11, the Virginia team focused its ef-
forts in three areas: 1) specifying priority tar-
get groups.for increased.literacy services; 2)
integrating previously identified strategies with
each target group; and 3) building an account-
ability system for the Initiative, which estab-
lished expected outcomes of literacy services.

The final document was, in essence, a matrix of
target populations, strategies, expected out-
comes, and organizations responsible for im-
plementation. One example is covered here.

In order to prepare a more literate, productive
workforce, able to meet the demands of the fu-
ture, the team developed the following:

Objective 1: By 1989, develop new
programs and expand existing literacy
programs for teenage and welfare
mothers under 30 years of age function-
ing below the high school completion
level. These programs will serve at least
" 1,000 clients so that they may attain one
or more of the following: return to
school,.complete their, education, ob-
tain employment, enter a job training
program, or advance at least two levels
in-an academic or competency-based

program.

Strategy A: Develop and implement a
marketing plan designed to reach
teenage and welfare mothers and make
them aware of the programs. (Respon-
sibility: SALC-and VLYB)

Strategy B: Increase technical assis-

tance to programs for-teenage and wel-

fare mothers by providing programs for

curriculum development, research,

materials design, instructional delivery
' and-evaluation. (Responsibility: SALC)

Strategy C: Provide information about
support services such as child care and
transportation essential to the participa-
tion of teenage and welfare mothers.

(Responsibility: “SALC, Virginia Depart-
mert of Social Services, Virginia Depart-
ment for Children, and Regional Adult
Literacy Coordinating Committees)

Strategy D: Develop Request for
Proposals to provide level one basic
skills training for teenage and welfare
mothers under the age of 30. (Respon-
sibility: VLFB)

Strategy E: Mobilize and -~zourdinate
public and private reso'wces for
teenage and welfare moti.ers. (Respon-
sibility: VLFB and SALC)

Strategy F: Involve the regional literacy
coordinating committees in identifying
the needs of teenage and welfare
mothers in their respective areas.

(Responsibility: VLFB and SALC)

The team set measurable outcomes for literacy
services for teenage and welfare mothersunder
30 and ~roposed means for measurement:

e Return t2 school — exit interview;

e Complete GED education ~ GED received;

e Enter JTPA training program — completed
referral to Employment and Training Ser-
vices;

e Advance two levels in academic or com-
petency-based system — pre and post test
results.
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The numbers of individuals served and out-
¢omes achieved would be tracked.through a
statewide accountability system planned at the
state level and implemented at the local level by
July'1988.

The Virginia team avoided major pitfalls
throughout the Academy project. L'teracy In-
itiative leadership, from the highest levels of
state government, ensured that major -state
agencies and the Governor’s Office. worked
well together. The highly visible Initiative en-
sured ready and willing suppcit from both the
public and private ectors. Although under
most circumstances “*form follows functxon,
the clearly defined organizational structure /or
literacy implementation (the VLFB and SALC)
facilitated clear policy. -development. Finally,
early on the team had set ground rules for
open, honest and direct communication. This
minimized the turf battles and political
maneuvering that could have occurred on such
a high-level team.

Implementation: Woes and Winners

By the end of July 1988, all twelve of the
regional literacy coordinating committees were
established ‘and had met at least once. Several
had met three or four times. The coordinating
committees serve as the local focal point for all
literacy activities: Their first task will be the im-
plementation of a regional/local literacy infor-
mation and raferral system. The system will
target as a priority ADZ (welfare) recipients and
teen mothers. Within six to nine months the
regional committees will begin to develop
regional literacy plans.

The State Office of Adult Literacy has met with
all relevant state agencies regarding the
development of a coordinated literacy informa-
tion and referral system which targers priority
populations such as ADC recipients, teen
mothers and unemployed youth. The system
will also include information and referral on
necessary support services such as child care
and transportation.

As of September 1, 1988, the Virginia literacy
markeiing campaign "hitthe streets.” Publicser-
vice announcements (PSAs) were targeted to
regions and particular client populations. For
example, demographic analysis showec “hat a
large number of ADC reciplents and teen
mothers reside in Richmond and Norfolk. PSAs
in the Richmond/Norfolk area will focus on
these target groups. As a whole the state has
been divided into four areas for marketing pur-
poses: northern Virginia, Richmond,
Tidewater, and southwest Virginia (rural).

Several literacy programs have been piloted
which target special populations. JTPA funds
($100,000) are supporting three programs that
serve ADC recipients.and unemployed youth,
ages 17-24. These projects will be replicated
upon successful completion.

The most impressive achievement, however, is
the state increase in funding levels for literacy.
programs. For the 1988-1990 biennium, the
state appropriated $4.25 million. This contrasts
with state general fuad appropriation for the
previous biennium of $40,000. Providersarcre-
quired to spend federal allocations first, but the
relationship of state to federal funds for local
providers has changed dramatically — from al-
most 0 percent state to 100 percent federal to
51 percent state to 49 percent federal, This shift
ensures that state literacy policy will become
the driving force in the implementation of local

literacy programs.

The legislature ‘did stipulate that the new
money go directly to local ABE programs.
However, the formula allocation of state funds
was adjusted to reflect the numbers of ADC
recipients and unemployed youth, ages 16-24,
in the provider service area. This sharply in-
creased the amount of literacy funding that
went to urban areas with large low-income
populations. in addition, the state has now re-
quired local providers to identify and reporton
target groups served and outcomes achieved.

By December 1988, the Virginia Literacy Foun-
dation Board achieved its goal of raising $3 mil-




lion. These funds will provide support to volun-
teer literacy programs around the state.

Federal adult education funds will be used to
provide- technical assistance to local-literacy
providers in eight, primarily rural, regions
where there is need. Technical assistance will
stress improved ‘management, curriculum
design, and instruction..In addition, VLFB and
state_funds will jointly fund a triining coor-
dinator at the state’s ABE Resource Center at
Virginia Commonwealth University, who will
provide training and technical assistance to

.

privace, volunteer literacy groups.

Final Results

Virginia’s implementation is on a fast track. The
Governor has 18 months left in his term and
constitutionally cannot be re-elected. The State
Adult Litecacy Committee and the Virginia
Literacy Foundation Board-are already plan-
ning to institutionalize this successful initiative.
In the works are program and curricula design
changes, using a new definition of literacy
based on functional competencies. Once these
changes are in place, possibly by December
1988, the-state will pilot performance-based
contracts with literacy providers. The executive
director of the State Office of Literacy envisions
a statewide, performance-based system within
three years.
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Appendix A: State Team Members

FLORIDA

John E. Lowrence —~ Team Leader
Bureau Chief
Bureau of Adult & Community Education
Florida D'pmmcnt of Education
Division of Vocational, Adult &

Oommuni‘y Edumuon
Rooin 9, Exccutivc Building
Ta.llahasscc, ‘Florida 32399

Pamela M. Zimpfer — Team Leac’sr

Education Prhcy Director

Post-Secondary ] Education Planning Commission
Room 121 Knott Bldg.

Tallahossee, Florida. 32399-0001

Jim Clark

Director of Employmcxit & Training

Economic Services

Department of Health & Rehabilitative Services
Tallahassee, Floridr 32399

Ron Froman, Director

Adult, General, & Community Education
Orange County School District

434 North Tampa Ave ave

Orlando, Florida 32805

Governor Bob Martinez

Joseph Glucksman, Administrator
Palm; Beach County Government

P.O. Box 1989

West Palm Beach, Florida 33402-1989

William R, Kynock, Director

Division of Labor & Employment Training
Deparuaent of Labor

Tallahassee, Florida 32399

Bill Scovell

Scovell Inc.

P.O. Box 1570

Deland, Florida 32720

Stafl Analyst
House Committee Education K-12

226H-The Capitol
Tallahassee, Florida 32399
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James L. Adams — Team Leader
Burcau Chief

‘Employment and Training

Idaho Deparm.ent of Employment
317 Maine Street

Boise, idaho.83735

Dr. Jerry Beck, Direcror
Continuing Education
College of Southern idaho
P.O. Box 1238

Twin Falls, Idaho 83301

Governor Cecil D. Andrus

Dr. Harold Goff, State Coordinator
Adult Basic Education

Idaho Department of Education
Lynne B. Jordan Building

Boise, idaho 83720

Dr. Cleve Taylor

Professor of Adult Education
University of Idaho

401 Broadway Avenue
Boise, Idaho 83702
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MASSACHUSETTS

Gerard D'Amico — Team Leader
Director

Commonwealth Literacy Corps
100 Nashua Street, Room 746
Boston, Massachusetts 02114

Marty Blatt

Special Assisiant to the Secretary
Executive Cffice of Labor

#1 Ashburton Place, Room 2110
Boston, Massachusetts 02108

Gale Ewer, Director

Bureau of Adult Education
Massachusetts Department of Education
1385 Hancock Street

Quincy, Massachusetts 02169

Neil Gordon, Deputy Director

Mayor’s Office of Jobs and Community Services
15 Beacon Street

Boston,' Massachusetts 02108

Mary Ann Hardenbergh, Executive Director
Massachusetts Coalition for Adult Literacy
180 Commonwealth Avenue #32

Boston, Massachusetts 02116

Paul Kerrigan, Director

Supportive Services

Massachusetts Office of Community Development
100 Cambridge Street, Room 1401

The Saltonstall Building

Boston, Massachusetts 02114

Kristin McCormack, Director
Mayor's Office

City of Boston

16 Beacon Street

Boston, Massachusetts 02108

Governor Michael S. Dukakis

Victor Ramirez

Policy and Planning

Division of Employment Security
19 Staniford

Hurley Building

Boston, Massachusetts 02114

David Rosenberg

Deputy Director

Massachusetts Office of Refugee and Immigration
600 Washington Street, Room 4052

Boston, Massachusetts 02111

Blanca Ruiz, Director

Planning and Program Development
Department of Public Welfare

600 Washington Street, 6th Floor
Boston, Massachusetts 02111

Sondra Stein, Deputy Director
Commonwealth Literacy Corps
100 Nashua Street, Room 746
Boston, Massachusetts 02114

Cay Stratton, Associate Secretary

Office of Training and Employment Policy
Charles F. Hurley Building

19 Staniford Street, 4th Floor

Boston, Massachusetts 02114

Maureen M. Wark

Bureau of Equal Educational Opportunity
Massachusetts Department of Education
#1 Ashburton Place

1285 Hancock Street

Quincy, Massachusetts 02169
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MICHIGAN

Gary Bachula — Team Leader

Director

Governor's Cabinet Council on Human Investment
Knapp Building, Suite 530

300 S. Washington Square

Lansing, Michigan 48913

Judy Hollister — Team Leader

Policy Analyst

Governor's Cabinet Council on Human Investment
. Knapp Building, Suite 530

300 S. Washington Square

Lansing, Michigan 48913

Joseph Conroy, Senator
222-1/2 Capitol Building
Lansing, Michigan 489C9

Dr. Ronald Gillum, State Director
Adult Extended Learning Services
P.O. Box 30008

Lansing, Michigan 48909

Deborah Grether

Deputy Director for Employment Training and
Community Services

Department of Labor

Market Square Buiiding

Lansing, Michigan 48909

LaDon Gustafson

Starewide Literacy Coordinator
Adult Extended Leamning Services
2.0. Box 30008

Lansing, Michigan 48909

Governor James J. Blanchard

William Keith, Representative
303 Capitol
Lansing, Michigan 48909

John King

Marketing Representative

IBM Corporation

3301 Windy Ridge Parkway, WA-4C
Marietta, Georgia 30067

Jan Urban Lurain, Deputy Director
Office on Job Training

222 Hollister Building

Lansing, Michigan 48909

John Mann, Manager
Literacy Programs
Information Systems Group
IBM Corporation
3301-Windy Ridge Parkway
Mzaetta, Georgia 30067

‘William Nothdurft
5611. Greentree Road
Bethesda, Maryland 20817

Nelson Saunders, Representative
652 Roosevelt Building
Lansing, Michigan 48909




MISSOURI

v Roy Blunt — Team Leader
Secretary of State
- State Capitol, Room 208
Y - Jefferson City, Missouri 65102

o Dr. John Bell
: Assistant Director of Division of Classification and
Treatment
Department of Corrections and Human Resources
2729 Plaza Drive
Jefferson City, Missouri 65101

o Dr. Frank Drake

; Assistant Commissioner for Vocational and
Adult Education

Box 480

Jefferson City, Missouri 65102

Tom Duncan

Assistant to Director of Policy Development
Office of the Governor

State of Missouri

P.O. Box 720

Jederson City, Missouri 65102

Larry Earley

Manager of Planning and Research
Division of Job Development and Training
221 Metro Drive

Jefferson City, Missouri 65101

Governor John Ashcroft

Jacl: Feaster, Division Manager

Network Engineering a2nd Circuit Provisioning
Southwestern Bell

801 North 11th — Room 385

St. Louis, Missouri ¢3101

Floyd Gilzow

Executive Director

State Capitol, Room 208
Jefferson City, Missouri 65102

Richard Mil'er

Assistant State Librarian
Department of Higher Education
Jefferson City, Missouri 65102

Kay Monks

Employment Counsellor Il

Department of Labor and Industriat Relations
505 Washington Avenue

St. Louis, Missouri 63101

Diana Schmidt, Director

Missouri Coalition for Adult Literacy
8346 Delcrest Drive

University City, Missouri 63124

Murie Williams

Assistant to the Director
Department of Social Services
Division of Family Services
P.O. Box 88

Jefferson City, Misscuri 65101
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NOFTH CAROLINA.

Dr. Lee E. Monroe — Team Leader
Senior Education Advisor
Governor's Office

116 West Jones Street

Raleigh, North Carolina 27611

Dr. Richard Hagermeyer — Team Leader
Executive Directer

Governor's Commission on Literacy
James L. Polk Building, Suite 359
Charlotte, North Carolina 28202

Arlene Fingerette

Associate Professor of Adult and
Community College Edncation

Noith Carolina State University

Box 7801

Raleigh, North Carolina 27695

‘Governor James G. Martin

Joel Knew, Director

Division of Employment and Training Development

P.O. Box 27687
Raleigh, North Carolina 27611

Sharon Morgan, Deputy Director
Division of Policy and Planning
116 v Jones Street

Raleigh, North Carolina 27611

Susan O. Straw, Economist
Division of Policy and Planning
116 West Jones Street

Raisigh, North Carolina 27611

Drusilla C. Williams, Policy Analyst
Division of Policy and Planning
116 West Jones Street

Raleigh, North Carolina 27611
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TENNESSEE

Ken McCullough — Team Leader
Executive Director

Adult Education, Department of Education
102 Cordell Hull Building

Nashville, Tepnessee 37219

Joel L. Candic:

Director of Planning and Policy
Tennessee Department of Labor
501 Union Building

Nashville, Tennessee 37219 °

Governor Ned Ray McWherter

Lee Holloway, President
Tennessee Literacy Academy
901 Commerce Street
Nashville, Tennessee 37203

Fran Mae

Tennessee Departmer:t of Labor
501 VJnion Building

Nashville, Tennessee 37219

Biliy Stair

Assistant for Policy Development
Tennessee Governor's Staff

State Capitol Building, Ground Floor
Nashville, Tennessee 37219
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UTAH

Carol CQlark — Team Leader
Administrative Assistant
Office of the Governor
State Capitol, Room 210
Salt Lake City, Utah 84114

Jerry Bond, Director

Office of Job Training for Economic Developmént
-6136 State Office Building

Salt Lake City, Utah 84114

Governor Norman H. Bangerter

Brent H. Gubler, Chairperson «
Utah Literacy and ESL Coalitdon

Project Plus/National Literacy Initative

Special, Adult Education Services +
Utah State Office ¢f Education

250 East 500 South

Salt Lake City, Utah 84111 :

Douglas Jex

MIS Coordinator

Office of Job Trair‘ag for Economic Development
6136 State Office £  ding

Salt Lake City, Utah 34114
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Jeannic Baliles — Tearms Leader
First Lady of Virginia

-Governor's Office

State Capitol
Richmond, Virginia 23219

Diivid Temple — Team Leader
Deputy Secretary of Education

9th Street Office Building, 6th Floor
Richmond, Virginia 23219

Mark Emblidge, Director
Virginia Literacy Foundation
P.O:Box 1125

Richmond, Virginia 22208-1125

Margaret Forehand, Director
Libraries and Research Services
Chenapeake Public Library

300 Cedar Road

Chesapeake, Virginia 23220

Dr. Libby Hoffman

Committee Staff Associate

State Adult Literacy Committee Staff
Virginia Department of Education
P.O. Box G

Richmond, Virginia 23216

Governor Goraid L. Baliles

Lennox McLendon, Associate Director
Adult Education

Virginia Department of Educatdon
P.O. Box 6Q

Richmond, Virginia 23216

Stephen Nunes, Director

State Adult Literacy Office

101 North 14th Street

Jarees Manroe Building, 18th Floor
Richmond, Vi-ginia 23219

Kenneth R. Plum, Member
House of Delegates
Commonwezlth of Virginia
1652 Parkcrest Circle, #101
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